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ABSTRACT 


This study was conducted primarily to evaluate, and also 
to form a pasis of comparison for continuing investigation 
of, manpower utilization and motivation in a Coren arenes 
production activity. The U.S. Naval Ordnance Plant, Indiana- 
mers, Was chosen for the surwey. This Plant is under Bureau 
Be Ordnance control and produces aircraft firecontrol equip= 
ment . 

To investigute the situation a questionnaire was designed 
for submission to all employees in the producing group, con- 
ee ting of the Industrial, Quality, Engineering and Research 
and Pest Departments. At tne Same time, discussions were 
held with those executives in top and intermediate levels of 
manaze.ne nt throushout the entire organization who could aid 
in the pursuance of the study. Records were sought for which 
could be intercompared either with other governmental activi- 
ties or with private industrial concerns. These were expected 
to aid in assessing the productivity, or iweasure of industrial 
effectiveness, of the Ordnance Plant. 

In comparines and evaluating employee opinion resvonse to 
certain questions, use was made of tne results of similar 
questions which had been asked 1) of employees at the Naval 
Mranence Laboratory and 2) ot technical, orof é%sional, non- 
supervisory employees ol! the western Electric Company. Fre- 


Quent reference was «made to Navy Civilian Personnel Instructions 





at 


asmro-approved spelicies and procedures for managing manpower 
in Navy emvloy. NOrl manvower records, the only types which 
could be reudily compared with others published in the litera- 
ture and which used the same stundards and methods of measure- 
ment, were resorted to us the only accurate tneans for ob- 
taining factual data on voroductivity. 

Tabulution of responses was divided according to whether 
the employee indicated he was "graded", that is, under the 
General Schedule classificution in Civil Service -- a per an- 
num or “white collar" worker, or "ungraded" -- a per diem or 
"blue collar" worker. Also, results were tabulated according 
to which Department the worker was in. In this way, inter- 
Departmental comparisons among similar general types of em- 
ployees was vossible. A total of 1654 usable returns resulted 
from the distribution of 231l forms. The questionnaire was 
entitled THE NOPI OPINION and was of the anonymous, multiple- 
choice response type. ‘the 1654 forms were taken to Purdue 
Meeversity for sorting, arranging, and key-punchinz of results 
on IBM machine cards as a further assurance of employee 
anonymity. The cards were taken to NOPI where they were 
tabulated. 

On the basis of the interviews with members of manasement 
and observational visits to various parts of the different 
Departments, plus the evaluation of avpropriute records, it 


Mes concluded that the Naval Ordnance Pitant, ina-.itsmepolis, is 





pe 


well managed, staffed, and operated. Its employees are, in 
general, well-trained for their respective jobs. Selection 
and placement procedures are good,and turnover is quite low. 
Safety is excellent, and absenteeism, or unexcuse’ leave, is 
nesligible. Reliability and near-perfection of the equip- 
ment produced is more important than cost. Exact production 
cost per unit is only roughly known. The type of manufac- 
turing done may best be described as intermittent, small lot, 
non-repetitive. Because of this, the records of units pro- 
duced at one given tile ure not comparable to units produced 
at another period. Because of the unique type of product, no 
other activity, private or governmental, can be used as a 
basis for comparison either as to units produced per given 
meme Or-'as to cost ver unit. 

On the basis of the results of the tabulated opinions and 
comparison to the others mentioned above, where possibdle, it 
was conciuded that employee job satisfaction was high; com- 
munications were reasonably good; and supervision was good in 
general, but in need of: improvement, especially in its ability 
to handle and get the most out of its working groups. 

Very few grievances came up to the second stage or 
higher. This was true even though a noticeable percentage 
of employses thought that their supervisors ignored their 
complaints, or believed that their complaints were not 
settled fairly at the first level. 


Job performance is not discussed with employees as 
often as it should be for best effectiveness. 


Delegation of responsibility and authority is reason- 
abiey Y@eod, but meeds to be improved. 


a 





nes 


A substantial number of employees is rather dissatis- 
fied with the advancement made to date and feels that 
Chances for advancement are not too favorable. Some em- 
ployees feel this is due to favoritism. 


Per Diem employees look most for "more security" ina 
higher level job, while Per Annum people look most for 
"a chance to do more responsible work"; both groups rate 
"more pay" very highly, however. 


As to what determines who will be recommended for pro- 
motion, both groups feel strongly that the main fiactope 
influencing this are “how you stand with the person you 
work for" and "who you know in the Ordnance Plant". This 
indicates that favoritism, influence of cliques, and 
other fonns of discrimination, although against policy, 
seem to be part of the promotion-influencing picture. 
This question resulted in the largest indication of.a 
widely-held unfavorable opinion to be found in the entire 
questionnaire. 


Employees further indicated that a considerable amount 
of improvement was possible in the arran:zement of their 
workplaces, especially the Research and Test people. 


Almost one-third of the Per Diem personnel and one- 
fifth of Per Annum employees believed that their work 
was interrupted "often" by lacks of materials, tools, 
suopiies, or instructions, indicating great need for wig 
provement. 


Many felt that improvements were desirable in the 
methods and control of manufacture as presently conducted. 


Most felt that equipment at NOPI 1s well above average, 
although some indicated their equivoment to be in need of 
replacement. . 


Many employees didn't know enough about motion and time 
study to have an opinion as to whether it could be applied 
to NOPL effectively. Some did feel that it could be ap- 
plied in certain areas. 


The consensus was that forms used were well designed 
end called only for necessary information. 


Erployees in general weren't sure whether materials- 
handling times were excessive, normal, or low at NOrl. 
An increased awareness of the possibilities of cutting 
costs by utilizing carefully investizated methods should 
Drove beneficial at NOPI. 








Woearceirom expertemce on the job, one-fotrth of the 
Per Diem employees and almost one-third of Per Annum 
personnel stated they get no training to speak of; a 
majority of both types felt they either sot a "sreat 
deal" or “some"™ training, however. | 

Most emoloyees when confronted by a personal problem 
try to work it out for themselves, although a considerable 
number consult with tneir supervisors. Very few zo to the 
Employee Relations office for help. 

Per Diem versonnel in most cases feel that tney are 
rated fairiy, while Per Annun employees feel they are 
not, by the Civil Service performance rating systenle 
appears that the system is functionin:s as desiened, but 
that many employees resent Deing in the broad classifi- 
cation of "average". 

As to spending pvroductive time on handling red tape 
connected with their jobs, a majority of emvloyees felt 
Edas tOeDcea@ednor factor. 

Most eaployees like the Beneficial Suggestion program 
but don't make suggestions. Increased training would 
appear to aid in this program's effectiveness. 

About one-fifth of the participants in the questionnaire 
Survey submitted comments in the space provided. These were 
Meererved by classification as to subject matter and renvresenua- 
tive coimmsents were quoted which bore on the general areas of 
the study. 

Summary. It is considered that NUPI manarement's careiae 
fea considered utilization of the information contained in 
this survey nay prove beneficial in increasing the generally- 
noted highly favorable satisfaction expresrced by employees. 
fteis believed that over-all productivity of emnloyees can be 
increased thereby. Efforts to decrease the widely-held opinion 
concerning favoritism as a basis for promotion should be 
undertaken. Both technical and human relations trainin, for 


supervisors appears advisable on a continuins and broac-coverase 


pasis. 












al. oF rRaISAL UF FaCTORS aAPPSCTING THES ERCDUCTIVITY Ch 
BwPLOYs2S IN 4 NAVAL CuDiaANhCE PLaNT 


INTRCDUCTICN 


Why This Particular study? 

This study was ccnceived and carried throurh for sever- 
al reasons. First ang foremost was the desire to examine 
and appraise the utilization and motivation of manpower in a 
Governmental production activity. uch hes been written and 
publisheé in industrial relations research among private in- 
dustry's employees. Not So much is known to the Feneral pias 
lic about industria] relations research conducted within se- 
lected Governmental aqreas, although many such Studies have 
been conducted and reported. Fartly, this is due to the 
fact that access to certain types of Federal installations, 
especially in the area of the Department of Defense, is lim- 
weed by security regulations. Also, it is due to the face 
that the information gained, even though of a non-classified 
nature from the security standpoint, is not too pertinerntas 
the fiela of private industry. The profit motive is not pre- 
sent; Federal workers are under Civil Service rerulations: 
Other basic differences mitigate arainst wide-spread report- 
ing to the general public, even though the data ay. pee 
vailable upon request. 


However, in Government as well as ITS pri Vvete industry 
; wS 





mere Gnu wore Managements gre realicin, tih.at research into 


their Cpl oyces se necd 


Cn 


Pole CIVAaTIOn:S, And beeivicrs 1S i2- 
Belca:.t. WRAaUMemeeesS One Creanization outste@ncing @hile ar 
Geer Similer oe may be mediocre*t bhasicaliy, it is the 
performance cf the people emplcyed, rerformance :neé sured in 
Bernas cf the overell cost cf operating the organizatiomas 
mempared to the productive cutput of the activity. In- 
creasing the @nount and quality of the product while cutting 
the cost necessary to mare it results in increased prcductiv- 
mer, 2 phenoirenon particularly tynifiec ty American hnistor= 
i¢2al ex, ,erience. It is this increased preauctivity, cr the 
Semlity to turn out more gcods per unit of time with the 

saxe or iess worker energy expenditure, which hes made the 
United States fcremcst amone the nutions of the werld in 
Memserial capicity. Cf ccurse, many factcrs relate tc thas 
Sect orndirge saierican ability to produce, tut in this studg 
mee sanergement, utilization, and motivation of the men and 
women comprising the organization will be emphesized. 

Long ago the need for reseerc!; into the field of phys- 
meee, chemical, electrical, mecnanicsl, and other areas or 
mee, SC-Called “natural sciences” was reco-pnized and pursigedy 
Hylpothese:were proposed, experiments conducted, and gradual- 
mee undsrental principles end lews were evolved ard stated: 
merccurse, this tyre of research has vaid end is eentinuing 
Mme pay icr itseli thousands of times over. A wealth of 


Gata has been recorded over the centuries, vcroviding basic 





Ste,ping stcnes for further research and refinement, and 
opening the way for further technclogical advance. Thus, we 
have radar, radio, Pee iistOn.. radiant heating, 14,0CO ton 
Pyar@ulic presses, gas turbines, jet engines, H-bombs, aves 
mobiles, off-set printing, high-speed photcgraphy, low in- 
fant mortality, higher life expectancy, and a host of other 
realities that cnly one hundred years 4go were non-existent. 
what was the common denominstor in the development of each 
er u.eser It wes research -- basic, pure, and applied, and 
mone by people, the catalytic agent required tc ccnvert 4a 
torn of iron ore from the fcrm in whicn it existed since the 
Barth began intc high grade turbine blades for turbojet air- 
eraft engines. 

With this preoccupation on the development of meterial, 
natural resources into products, the research into the na- 
ture of the catalytic agent--man--lagged far behind until 
recent times. wan was always available in érofusion SO 
there was no real reéson to werry about him. If one man 
eeuldn't dc his reguired job, another cculd be located to 
Mepltcce nim. If @n occasional genius came along, like Sir 
Isaac “ewton, Leonardo du Vinci, or Benjamin Franklin, pro- 
gress was hastened thereby, but mcst of mankind was unen- 
lightened by their or other similar work. Communications 
were pcor, education was for the very few, ard, tesiaes, 
mankind was too tusy scratching out a bare existence from 


moe scil, forest, cr sea tc Have enough tine tc engage in 











welU 


much tt#fecretic..] mug@inzs or Snelysis of whet mece men func 
themecs them@eec. inen come the Industrial Reveluci onmama 
LS attendant shifting of copuletion fren rural to industrial 
Situztiors. Eodies te fill jects became the need of the dav, 
und these bodies were sveil«tle in the vorms of men, women, 
enc children. Survival of the fittest became the way of 
ife, with the more ruthless and shrewd and able people 
Girecting the lives of the less endowed. IHsaragers, owners, 
Boa "Losses" £s 2: class were pitted against workers 4s a 
Bless. Soye cf the former were enlightened inherently and 
were able tc operate successful Ltusinesses or industries 
While their exployees enjoyed working for them. Cthers op- 
erated successfully while they drained their employées' 
energies and services te the detriment of health and life 
itself, while paying the lecst possitle wages, using econom- 
1¢ pressure &nd the trrect of sunmery dismissal to hold 
their employees. Men were plentiful; machines were nous 

men were cher; machines were not. 

Then, teware the end of the Nineteenth Century, reali 
gation cume te some more advenced leaders of industry that 
Meee. Were isnortant, too. By 1911 Frederick. Taylor 
Beee iather of scientific min&g¢ement", wrote: 

Mmeere is ancther tyse of scientific investipation which 
pP.. Shoula receive special attention, namely the accurege 
Study of the motives which influence :nen. At first it 
Mey ap;e@r thet this is 2 matter for individucl observa-— 


muvee “nd jugeeent, <nd it is net & preper subject for 
erect SCicnuweec experiments. It is true that the Jags 





An 


Neil Cli @eesuUlme termes Jerimentus oi this cinss owin, to the 
fact that the very complex orpanisn--the huran being--1s 
being exSeérimerted With, are subject to a lurger number 
Gi exceptlemges eran is the case with laws redeting to 
material things. and yet laws cf this kind, which apply 
tO 4a large Majority cl men, unquestiorarly exist, ana 
when clearly defined sre of great value as a guidge in 
deeling with men... 


Berious sociolopists, economists, and ps:chologists began@es 
investigate limited areas of pecple employed in industry. 
Meor, Quote@ abcve, and Frank wv. Gilbreth, amonp other 


manégemnent specialists, sought means for increasing efficien- 


c 


< 


of marpcwer, placing of men test qualified for certain 
Moos, 2nd other wars of furthering manpcwer organizetion, 
Beepectiorn, and ecntrol. The edvent of World sar I went far 
emer. s_Cctlirtiting the neea for research in the manpower 
field. lkenpower rescurces began tc tecouwe as precious as 
Meera! resources; ;rcfliracy Sand inefficiency in their uae 
Mmeetion became a cause of ccnecern. Since World wear IJ, "age 
Ssvecielly during and after forla War II, this concern Aas 
Frown steadily, althougn, tco, research into the area has 
becowe more ard more a standard ;rectice. Especially today, 
with the Western naticns vastly outnumbered by the manpower 
resources of the Soviet Russit2-ceminated netions, it is vi- 
Mee that cur productive output per man or woman be maximiz- 


foes lhis is true Whether that vureoauctive output be in tle 


med Of Tachine ard tcol desiz¢n, research into nuclear [ages 





“Frederick W. Taylor, The Principles of Scientific Man- 
ageLent (New York: Harper and brothers, 1934), p. 119. 





Feo, COMtUrO a scemcer, Clrectamm the efforts of otters, 
Gems Cul Begaramem a Mechine teol, or @ihatever. Thus, 
cne purpose of this study was to investigate manpower uti 
Hezation ance@geuivation in 3 Covernmentei- activity. 

& second reason for the study was to inguire into what 
the employees tnemselves think atcut their empicymert as 
Gevernisnent werders. This was desired in order to get a 
qualitative comprehensive viewpoint ccrceerning tneir grcup 
feelings toward their work;)laces, their jobs, their super- 
frwolon, their creenizgation, ard their plant. Trus, by gee 
meme end SUMDarizing their cpitions and ccrrelatinge the 
Oyver-all Way the, felt abevut these Grees with variois kinds 
Meee power End production reccrds, it was hoped tc estabe 
Meh 2 gprcuudwoerk, cr criterion, to which subsequent in- 
Mrove@ent Or izex cir it cculd be ccmpered. 

Pirclliy, this study@wes ccncucted for the pur, ose am 
merecrmining respense differe:.ces among widely differing 
feeemees Of recrie, and whether or not & yuestionraire esve= 
Meer ly desisrnec tcr & particular plart cculd he given suce 
Bessfilly tc cll levels of emplovees, from top maLagement 
fee ttroug: 411 levels of the orgenizaeticr.. Cn the basis 
of the tatuleéted replies, areas fer pessitle management 
@eeicn Sieht be pointed cut. Thus, one De artment's re-=- 
eperses ccule be ctmpared tc those of the others, needs for 
Sere-in cesiratle medifications Wight be veline@ted, und 


Beeccci.tl, ielt estimates of mhiAferment as td #Mat it te= 





lievec sere the summary cf opinicns cf the ,erscnnel under 
them might ve verified, or perhaps, shown in need of madi- 
Pucca 1 On. 
The Government prouductior activity chosen for this 

study was the United States Neval Crdnance Flant, Indianca- 
pelis, Inaizna. "NOPI", as the haval Crdnance Plant, Ind= 
lanapolis, is generally called, was selected tecause of the 
variety of emplcyees comprising the activity, because of its 
proximity te West Lafa-ette so that frequent visits could te 
mane, 4nd because it is an activity urder the Naval Bureau 
or Crdnance which has spcnsored tne writer's graduate edu- 


eation. 


ihe Navaed. Crdmancesriant, dndianapedis 

Description. NOFI is located on Nerth Arlington Avenue 
in indiarapolis. It occupies 1€4 acres and extends from 
16th to 2lst Street. The manufacturing building, the main 
structure, is 926 feet long by 56C feet wide, and comprises 
113 acres of flcor space. It is frented by 2 three stcry 
adminis®ration building, and flanked by a cafeteria and a 
Furage and meaintenénce puint shop; all these are part of 
Mee M2in single-rcofed structure. In addition, & poWer- 
house, @ reseerch laboratory ccemprising 16,000 square feet 
Or ilcor space, ana various cther smaller storgre and were-= 
Meuse tuildings ecnstitute the remainder of the activity"s 


Structures. 





The research Mepercitory crd main structure are cireon- 
ditioned ti rcuenout, 7; iVigae Constant tenperature and numid- 
Pees Control. BeprGcirect and indipect Ligntigeeis prov ice. 
the illuminaticn level at e@éch werking space is atcut ferty 
foct candles throughout the shop; more is provided for 
drafting room spaces. 

To reduce fatigue and provide a vitrationless tase for 
machines, the floor is ccnstructed of six-inch reinforced 
Sencrete slab, with & two-inch hemlock sub-floor set in mas- 
tic covered with one and one-quarter inch maple. The ceil- 
jm 1s of Sansccustic metal which has a noise reduction co- 
efficient of @prroxinately eighty-five per cent. 

Locker reoms, complete with modern facilities for safe- 
keeping of the employees’ vtelongings, are provided. Ample 
Pemeing space is provided in the adjacent perking lot. Te 
mecaern cafeteria has a seating capacity cf 1,000. An up-to- 
aate, well stuffed dispensary is also provided. 

To assist employees in present work and in preparation 
for more advar.ced positions, a modern technical library is 
maintained. More than 2,600 texts and bound periodicals 
and 36,000 pamphlets and military publications are on file, 
érd 200 periodicals are received regularly. NOPI also uses 
inter-library loan service from other private and yvovern- 
mental activities. 

Kctivities at NOFI are primarily centered atout the 


development and production of more accurate @énd useful avi- 





ation ordnarice firecontrol instruments to xeep abreast of 
the Navy's expanding need resulting from continued tactical 
research, armament and ammunition engineering, and the ccn- 
stant development of more advar.ced and faster sircraft. 
Fireccntrol equipment and cozponents are engineered to 
Strict service performance requirements and specifications. 
At NCFI, nathematical expressions for solving various fire- 
control situations are developed and later mechanized tc a 
fine degree of accuracy. Unlimited use of theoretical prin- 
ciples, mechanization methods, and materials is possible due 
to the diversified qualifications of the perscnnel. 
Precision eguipment of this type may require the com- 
pletion of 1000 to 1500 drawings for detailed production 
Mens. Special ee equipment must be devised. Extremely 
high inspection standards must be devised and followed 
through. Component parts are delicaté and easily damageable 
in handling; most pieces cf equipment are composed of high- 
precision, light weight, small size sub-assemblies. Solder 
meeies must be vibration-preoof and have good conductivity: 
Typical tolerances maintained are about plus-or-minus three 
ten-thousandths of an inch, although ccnsiderable werk must 
be dene to one ten-thousancth. Finishes required average 
Seent trirty-two micro inches. NOFI is net in the convey= 
or belt, mass production type of business. The products 
are difficult to make, yet they tsust be made right, for 


mire amd mational security depend on the qu@lity oc NCFINs 
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Cr Other f@regame, repicirys them. Tre efricers ire se-= 
eeccd COmel ilive cr tUrese poriti@ns, end thezr ,uilirvi= 
Pec Ons Ieee ucual dy, Special inuustriai training sae 
meacticul Gxperiecuce in tke Bureau of Crdnarce or cther Bu- 
Ora activities clone 2ubhinistrautive lines, us well as Cem 
mc Uureved Gielee co Command at sea. 

The Department Heads, for the most part, are civilian 
Wevy employees, clthough the Planning Cffice :.nd the “edies) 
Med Sujply Devartzents are headea ty naval cificers. The 
Oyer-ol] trezxcoesn of the crganization telow the top edmin- 
Meerators is imtc three catéefories: (1) the staff ercur, 
(2) the mission supporting ¢grcup, and (3) tke mission ac- 
Cemplishing group. Firure 2 is the over-2l] orrctnization 
meert tor CMI. 
[he persemiel! emploved At NCFI total 2 mnominiwl thre 
Meeuse:na 2nd fifteen. The “mission acccmplishinre" or op 
erating Departinents were selected for this study; however, 
@eeir cleSe interrelation ships with certiin other Depart- 
ments end Offices necessitated some liascn and interview- 
Suen cl) Vesmrecent[tives from Flannivs , Memarenernt Plane 
ning end Heview, ana Inaustrial Helaticne,. Tre tour Desamge 
Mencs svucied, with the number of rersecnnel employed in 
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Design, develop, preduct engineer, manufacture, assemble, 
inspect, test, distribute, modify, overhaul Ond meintain 
avdation aid mediwe or small sige control @guipment and 
cther ordnance material es directed. Prepare, revise, 
stock and issue manuals for the above types of equipment 
and material as directed by the Bureau of Ordnance. De- 
velop and apply statistical quality evaluation techniques 
in acccruance with Bureau of Crdnence directives. Over- 
haul and.repair all types of synchros. fFerform supporte 
ing services to aviation activities and other activities 
perl ormingse 2viation ordnance installation Work as 2uth@ee 
ized by the Bureau of Crdnance. Ferform the functions of 
a Secondary Stock Point in the Ordnance Supply System and 
the functions of a Ready Issue Foint in the Aviation Ord- 
nance Supply System. Provide drawings and manufacturing 
data to Crdnance EstabLlishments and such manufacturers as 
may be directed by the Bureau of Ordnance. 


Newsy Civilgjan Personnel Instructions. As U.S. Wavy 
; w 


Regulations, 1948 is to the naval officer or enlisted man, 


Bomeevy Civilian Personnel Instructions are to civilians 





employed by the Navy Depertment. 


SECNAV Zthe Secretary of the Navy/ INSTRUCTION 5430.7 of 
20 ifarch 1953 delegated to the Assistant Secretary of the 
Navy for Air the responsitility for matters concerning 
civilian perscnnel policy. The Office of Industrial Re- 
lations was placed under the immediate supervision of the 
Bssistant Secretary of the Navy for Air. 


Navy Civilian Fersonnel Instructions .... are issued in 
conformity with .... U. S. Navy Regulations, General Crder 
No. 5, and SECNAV INSTRUCTION 5430.7 .... and therefore 
have full force and effect for the guidance of all persons 
in the Naval Establishment ....4 


The primary function of the Office of Industrial Rela- 


tions is tc advise the Secretary of the Navy on all matters 





J2uoted from a@ Bureau of Ordnance letter, "U.S. Naval 
Crdnance Plant, Indianapolis, Indiana; Mission of," dated 
12 March 1954. 


dnavy Civilian Personmwe] Instructions, Instruction Jj 
(Washington, D.C.: Navy Department, Office of Industrial 
Relations, 24 April 1953), pp. 1, 2. 





Pertaining to tweweaanletraticn of the civili®n e@loyees 

tf the Navy, to prepare and reccmmend to tne Secretary ap- 
propriate policies and procedures gcverning civilian enplcy- 

ees, and interpret for civilian employees the policies of 

@ae Navy that directly affect then. 

The purpose ci the Cri, as the Navy Civilian Perscnmem 
Instructions will hereinafter be referred to, is three-folc: 
mm To assure uniformity irsofar as practicable, throurhe 


out the Naval Estatlisnment in the application and inter- 
pretation of laws, executive orders, comptroller general 


decisions, and Navy Department policies und procedures re- 
lating to civilian personnel administration. 


(bob) To crevide between twe ccvers in simple ccdified form, 
in serial order, over-all instructions, policies and pro- 
eecures requirea to be followed in the administration of 
programs under the general cognizance of the Office of In- 
dustrial Relations. 
(c) To assure like treatment, right and otligations with 
respect to all civilian employees in the Naval Establish- 
ment. NCFI's conform to the guiding principles fcr the 
conduct of human relations in dealing with- civilian person- 
nel for the entire Department of Defense... 
NCFI comprises scme forty-eight sections or chapters, 
loose leaf in form and nunbered and titled by the subject 
matter contained. Taxen collectively, they comprise the 


basic personnel policy under which NOPI operates. 


Approach to the Stuay 
Due to time and financial limitations, it was decided 
to limit the study to these areas bearing on the productive 


output of the Crdnance Plant. Use of arn anonymous response 





aay. poze 





, w 


type questionneire was decided upon. Crigineally, only the 
Industrial Department was intended for coverage, with analy- 
sis cn the basis of Divisions within the Depertment. ey 
ever, it becane evident that certain persons could easily be 
identified if this system were used, due tc the limited nur- 
bers of certain positions within various Divisions. ‘Further, 
Management at NOPI was interested in polling a larger group 
of employees. Thus the plan evolved to submit yuestionnsires 
to all employees in the four operating Departments. More 
identification data was requested than could be analyzed in’ 
this stuay, «although complete employee anonymity wes assured. 
inen, by interviews threughout the Crdnance Flant and by in- 
@tusion cf available recerds bearing on the productivity of 
employees at the general time that the study was made, ‘it Was 
Meaired tc form a measuring tase from which further contimiige 
research could berin. The broad coverzsge and intensive ef- 
Pert involvec Wes ccrsi@ered to be a challenge, elthougn aa 
BS conceded that consolidation of the effort on a smaller 
Segment cf the entire pregram might have yieldec more con- 
Circ, MOre immediately usable, results. Since nce simila@e 
survey of employee opinion on as bread 2 scope had ever teen 


conducted at Nop ,° jt wis believed that at the very least, 


Gan emplovee opinion.type Survey cf: Perscnnel Utiliza- 
mon was conducted at NCPI in 1952. This was 4 standurdiged 
fourteen yuestion form, four of the questions being utilized 
for identification purposes in data analysis, the renuainder 
asking the employee's opinion on how he felt he was being 
utilized, efficiency wise. The questicnnaire was sponsored 
by the Departmental Civilian Personnel Division, Administra- 





ene Oppcrtvumic., 1 or SMOttems up" ceormmurie@ticn by co many 
Employees would have tne value cf nllowir, them te "blow 


Gif steam" ora to let them know t!..t 2.CFI mimmgenent is cons 


=) 
Go 
ea) 
‘e) 
es) 


Mernea With what they think. Cn the cther hénd, recu 
Mme 2 Stucy coulda very cenceivatly show the reed fcr betters 
meeicy promum@eation, jor better human relations trrinine, 
end oer ways rnd meens for igircvine jou methcds end Sage 
See Bion, Smiom  otner areas of ccrncern to minépement. “Hem 
exarnple, causes of atsenteeism, excessive ir tieue, lick #om 
Meeeruic | inicWmcticn, lack cf trairine, inefficient Work 


Mememocds, and cortemsleted resgifrneticnse, a1] otvicusly af- 


fecting Vre@ee ty weoifhit be disclosed. 


ee 


eer timued) fave CL 


s1ice, Department of the Navy. gee 
Meeeece for standardized wse thrournout the Mév-.l Sstatlish-= 
Meee > Wes fiver Wet at the Berenu of Crdtiice, ishing 
MeO. , 2NA Wt NOFI. Ecth these tebulsticns scweu thee 
eee mplicvees at each plice felt thit vhéir ever-cll vti Te 
Murs T.imety-cipnt per cent, iurrrovimately, cf the Supvege 
Gefined cone Hue ged per cent. 


DESIGNING AND EXECUTING THE QUESLICNNAIRE 


Source Material 

& search threugh available records at the Bureau of 
Crdnance, Washington, D.C., failed to disclose any employ- 
ee opinion questionnaires which were standardized and along 
the basic lines desired. The Survey of Personnel Utiliza- 
tion, referred to in footnote 6, was too limited in scope. 
however, information was received that the Naval Ordnance 
Laboratory, White Oak, Maryland, had conducted a survey 
Q@long the general lines desired. Consultation with fr. J. 
F, FitzGerald of the Industrial Relations Depertment at 
the Ordnance Laboratory proved very helpful. Mr. FitzGerald 
described the approach taken at the Laboratory, the design 
of their questionnaire, some of the pitfalls involved in 
their use of the poll, and the value which the Commanding 
Officer and other managerial personnel attached to their 
Study. Two surveys, one in 1950 and one in 1952, had been 
conducted. As a result of the first one, certain weaknesses 
shown to be present in the organization were concentrated 
upon by the NCL management. The second poll showed highly 
Significant improvements in the field of over all morale 
and especially in the field of supervisor relationships 
with employees. The most ccncrete result of this impreve- 
ment was to cut the turnover rate ty increasing the employ- 
ees' job satisfaction with the resultant savines of time, 


training, money, and productive output inherent ina stable, 





Cooperative Worm group. The @cr« idcne @t the haval Grd- 
ence LU@DOravwe ,semerercre Tormecd «& helirful source ¢l™ ine 
formation for this study. 

ANOUNGrwseurec Cl@emerial for this projecy W2S con- 
Meined in a report of &n cpinion survey ccnducted ty the 
mecvional Council cf Western Electric technic2l employees 
among 5100 neon-supervisory rrofessionnl personnel. A&A brief 
mem of the survey and the results obtcined were published 
mathe technical employee periodical Ccuncil Cem mnass! ae 
were consiuerec as 2 possible metns cf comrarison in some 
meses to the results cbtained in the NCPI Study, due to Uae 
fact that many of the employees tc be polled 1t NCPI were in 
Meoeimilar joc caterory. 

ther general backgrcund sources included vzericus 
emaiaes cciductead vy ircfessor Joseph Tiffin of Purdue Univers 
mmey @%.cd resuwies of various juesticnnéire-type polls @s re= 
Merced ir business ena prefessionnl periodicel] liter«ture 
mma textbooks. 

peope ci Simey. Wore wis desired from this study tia 

Bm@ely*’n anpr@isaol of employee attitudes, which, tanen ag 
Se nole comprise morale.” Impertant @s moraie determination 


mo, cme design of the present study was intended tc reach 





Tput lished Gy the Council of @esterrn Electric Technigas 
Simployeec, Newark, New Jersey. Yol. 9, No. 7, Cert.-Déc.19483. 
ton 1 -/. 
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more deeply intc the NCFI employment “tmosphere ond to 
locate srees bearing Girectly or indirectly upon ovreductiv- 


ity. Froductivity mas teen defined in various w&ys; one 

of the best ones the writer has located is: "Productivity 
is the record of the number of units produced per unit of 
time end production is merely a record of units produced. 
Mmeoouctivity Gan fuethner be thowght cf in terms of how bi¢ 
momcne result of your etfort and not in terms of hew hard 
you work. "? Amother comcept along similer lines is: "™Prc- 
Mee Vity unit is & meesure of the rate of oreduction, com-= 
Mem y Gesipnated as productivity, by indicating an improve- 
ment or recession in industrial effectiveness. That is, it 
o e ee; 

Meee indication ef technological cherre." The foreroing 
mitt be the ccncepts of productivity in this paper. 

Now, it is obvicus that an almost endcless number of 
factors affect emplcoyees' rates of cutout. Among them may 
bee iisted the fcllowing: 

nbsenteeisn 

Tardiness 

Type of work performed, se ii conditions and environ- 

ment 

motivation 

Belection tor and placement on the particular job 

Inherent ability 


Treinir¢ 
meeilabvility of work 


-= 





*muoted from an address delivered before the 1953 Furdue 
Meeeversitvy Industrial Engineering Conference by ir. Q. LI. 
Groth, Supervisor of Methcds and Plant Laycut aor TAFCC Die 
isicn, Thompson ereeuc ts Company. 


10; Pe seit ord. and h-hh. Beatty, Principles cf Industraae 
Management (New York: The Ronald ress Odpany, L940), p. eee 








Method of approaching and doing particular job 
Skill in applying job methods 

Fatigue 

Personality 

Physical fitness 


mec SO obvious, but perhaps significant factors may include 
the following: 


Job security 

Job satisfaction 

Wage or salary level 

Attitudes toward supervisors, management, and Company 
Patriotism 

Loyalty 

Attitudes toward fellow employees 
status in the organization 
PeCceenitGion in the job situation 
Domestic relations 

Community relations 

Employee benefits available 


Dale Yoder states: 


"Morale" is the term most frequently used tc describe 

employee attitudes toward their jobs, employer, and fel- 
low employees. If such attitudes are favorable--if the 
employee likes his job, his employer, and his colleagues 


in the orgénization--his morale is said to be high. If 
employees dislike jobs and associates and working con- 


meeeions, morale is said to be low.... 
High morale is not always associated with high levels of 
output. 


In other words, the general assumption that high morale or 
favorable employee attitudes are directly and closely re- 
lated to productivity may or may not be true in a specific 
organization. For example, two studies, at least, have 


shown an inverse relationship between employee satisfaction 








ti voder, One Mt. , p. 345. 








ee) 
“OD 


or Le 
end producti Ya 


In tre study of the railroed’werkers, 
the inverse reléticnship wes statistically sirnificant, 
while in the stuayv cf office werkers it was not. Indeed: 
me ccomplexieee: the reliticnshimetetween citisrictias 
Tic preauctivity can not be cverempnasized. The most 
rocuctive Workers are the cnes who have the strongest 
needs for which productivity is & path (other things being 
eyucl). Under ccnditions where there is little tension- 
reduction or environmental return, these pec:le will te 
the best werkers and the mest dissatisfied. (They will 
also, however, be probably locking around for incther sit- 
uaticn where the "behavior ccst" for tension-reduction is 
not as high.) Under ccnuditicns of high envircnmertal re- 
;: bnes¢ pecple will be the best workers and the most 
In the present study, however, it wes decidea not to de- 
Wetec attention tco strcngly to the relationship vetween 


Merale at NCPI anc the productivity relationship. Rather, 
in this besic broad study, attenticn would be directed more 
generally to some of the previously listed factors bearing 
On preductivity. Certain questions would be included that 
would determine the general job satisfaction level in the 
selected Departments. They would be available for com;ar- 
750n aimcng the four Derartments and fcr possible management 
action in indicated areas. Some of tne questions asxed the 
employees would ccncern areas where their opinions Sna exre- 


rience, in general, would be helpful in determining their 








l2p, Ka tue, GeOUrin, et 2)., Bmoductevity, Supervision 
and Mcrale Among Railroad sorters CA4nn srtor: University of 
Michigan, 1951), aic UD. Katz, @. horse, SE tee a 
Suvervision and Morale in an Cifice Sjituetian (A poor, 
Survey Research Center, 1950). 


13 Nancy C. erse, Seatisi@ctions in the ane Coldar J@s 


(Ann artor: Survey Researcr Center, L953), p. 127. 





productivity level, @md those areas believed tc be fn need 
eof improvement in erder te increése employee effectiveness 
ma the cre@mizacion. it was necessary to limit the sccece 
of the questionnaire propesed to the following main cateror- 


ies: 


igi it2eaticn a2ta for opinion summary anclysige 
Communication media and effectiveness. 

Jem Sacisteaction. 

SUgemytcory ebility and relutionshigrs. 

The Navy employees Eeneficicl Surgestion Systen. 
rReemetlon Opportunities snd policies. 

Iné@ustrial engineering and relsticns area bearing 
On recmecvivity. 


JOnrrLT WN i? 


Weaknesses and Strengths of the “uestionneire 

Probably the best method for ccnducting an objective 
scientific study of preductivity is exemplified ty the clas- 
foeei Havthorne studies conducted at Western Electric by 
Elton ifayo. Here variables were centrolled as closely as 
mumernly possible and chenged a few at a time sco that the ei= 
Memes COUlG be noted. Carerul, complete réeccrds were Kene 
@omproduction, engineering changes, and of social @nd phy- 
Siolopiceal chanres in the employees. The experiments con- 
Suzed years of time and many thousands of dollars; however, 
their results justified the effort expended. Lost surveys 
Pemmot use this type of zpproach, hewever desiraetle it may 
Be irom the stamdpoints of objectivity in seperating facts 
irem sentiment, bias, and prejudice. ancther approach to e@ 
Survey is a careful @nalysis of personnel reccrds, produc- 


tion records, @nd so on. This requires a slow, nethcdical 





Seeroacheenrd Imeeeccee es number of “emplonvees no cin De 
Studied in « giver time unless carefully desirr.ed Gnd main- 
tained records cén wes put throvemewremeeric enleulating a= 
@hine systems. The interview is unother widely used methed 
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iN REPLY PLEAGE REFER TO. 


NAVY DEPARTMENT 
U. S. NAVAL ORDNANCE PLANT 
INDIANAPOLIS 18. INDIANA 23 February 1954 


MEMORANDUM 


From: Commanding Officer 
To: Research, Engineering, Quality & Industrial Department Employees 


Subj: Employee Opinion 


1. In conjunction with a Navy graduate student's research project at 
Purdue University, I am intereated in knowing what you think and how 
you feel about NOPI. Information of this kind may be helpful in making 
NOPI a better place to work. Furthermore, it offers you the opportunity 
to express your views concerning your job and other areaa of interest to 
you in your employment here. The quickeat and most thorough medium for 
collecting this information is by means of a survey of individuals. 


2. The enclosed questionnaire is part of a survey being conducted at 
the plant. For it to be successful, your full cooperation is necessary. 
Pleage note that there is no possible way to identify any individual 
answering this questionnaire. Do not sign your name, please. It ia in 
the over-all results of group opinions that we are interested. Your 
individual replies help to form this group opinion. You are requested 
to fill out this questionnaire and place it in a sealed "ballot box" 
promptly. The Purdue graduate student conducting this survey will pick 
up the locked boxes and take them to Purdue University for tabulating 
and anslyzing. NO SUPERVISOR OR OFFICER AT NOPI WILL EVER SEE YOUR 
OPINION, it will be kept strictly conridential. The results will be 
shown in summary form and will be made known to all of us when the study 
is completed. 


3. Please fill out this questionnaire at the time designated by your 
Department Head and fold and place it in the enclosed envelope; then 
drop it in the Employee Opinion Ballot Box most convenient for you. 
Boxes will be located in several places near where you work. One will 
also be put near the entrance to the cafeteria. The boxes will be re- 
moved to Purdue at 1600 on Thursday, 11 March, so be sure your ballot 
is in before that time! 


4. We need your ideas, opinions, suggestions, and experience. We do not 
need your name. Your answers will be treated with utmost confidence. 

We request your participation in this Opinion and Information Survey. 

No matter what your job is, from Department Head on through all other 
levels, we went your frank and honest answers in order to improve methods, 
communications, policies, and our output ability at NOPI. Space is pro- 
vided at the end of the questionnaire for any additional comments you may 
care to make; please feel free to use it. 


5. Your cooperation in taking part in this Employee Opinion is appreciated. 


Bictl Reo 


MELL A. PETERSON 
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NAVAL ORDNANCE PLANT, INDIANAPOLIS 


EMPLOYEE OPINION 
WE WOULD APPRECIATE YOUR HELP 


The Management of NOPI is very anxious to do everything in its power to make this 
Ordnance Plant an even better place for you to do your work. In order to do this, they must 
know what needs to be done. YOU are the one who can help. This form gives YOU the 
opportunity to express YOUR feelings and ideas about YOUR job and how YOU do it, YOUR 
supervision, and YOUR Ordnance Plant in general. 


Please answer the following questions by placing a check ( v4 in the space in front of 
the statement that most nearly agrees with how you feel and what your experience has been. 


POINTS TO KEEP IN MIND: 

1, YOUR ANSWERS WILL BE KEPT CONFIDENTIAL. Do not sign your name. 
We do not want to know who you are. There is no need to do so; there is no desire to 
do so, The answers you check in the first six questions will help us to get group 
opinion summaries, but will in no way identify you. 


2. NO SUPERVISOR OF NOPI WILL EVER SEE YOUR FILLED IN OPINIONS, 
Once you have put your answers in the provided ballot boxes, which are sealed, no one 
connected with NOPI will see them again. The boxes will be taken to Purdue University 
at 1600, Thursday 11 March, where the Opinions will be studied and analyzed. They 
will be destroyed when the study is finished. 


3. THE OVER-ALL GROUP OPINIONS WILL BE MADE KNOWN TO YOU. When 
this study is completed, NOPI will be given a summary of results and recommendations. 
From it, they should receive information, assistance, and guidance. The study should 
be completed by June. 


4. THIS IS NOT A RATING DEVICE, NORIS IT A TEST. There are no "right'' 
or ''wrong' answers. Please try to answer every question, but if you feel you can't 
answer some, then answer the others and turn in your ballot anyway. 


5. WE WOULD LIKE YOUR FRANK AND HONEST OPINION. This survey is 
going out to everyone in the Industrial, Research and Test, Quality, and Engineering 
Departments. You have a wide variety of jobs, experience, and skills. It is hard to 
design a questionnaire suitable for everyone, where so many different backgrounds are 
involved. Therefore, if you feel you can't answer the questions honestly and sincerely, 
just put your Opinion sheet in a ballot box without filling it in. Please don't talk 
over the questions with other employees -- just tell what you think. 
Several questions have space provided for write-in comments, should you desire to 
make any. 


6. IN SUMMARY, THEN, PLEASE 
1. Fill out the form honestly, to the best of your ability. 
2. Fold it-and put it in the attached envelope. 
3. Put the envelope in any convenient "ballot box'' by 3 P.M. on Thursday, 
11 March. The sealed ballot boxes will be taken to Purdue University at 4 P.M. the 


Same day. 


Your cooperation in filling out and returning this Opinion sheet promptly will be very 


much appreciated. 
AGA CfoalgeaD 


RALPH E. BALYEAT 
Supervisor of Industrial Relations Courses, 


Industrial Engineering Department, 


Purdue University. 


NOPI EMPLOYEE OPINION 


IN THE FIRST S1X QUESTIONS, INDICATE WITH CHECK MARKS WHICH GROUPS YOU AREIN 


1) Department 3) Personnel Class 
—____1. Industrial 4» Fer DIEM 
——2. Engineering —_—2. Per ANNUM 
——3. Research & Test 

4. Quality 4) lama 


——l, Supervisor 
——2. Non-Superviror 


2) Ihave worked at NOPI 5) My yearly earnings at 
——1l. Less than a year NOPI are about 

—_2. One to three years ——1. $6000 or more 
—__3. Four to six years —2. $4000 to $6000 
__4. Over six years : —___3. $2750 to $4000 


6) General Job Area (Please check the one group into which you most nearly fit) 

—_l. Engineer (Mechanical, electrical, civil, industrial, ordnance, etc.) 

—__2. Professional other than Engineer (Chemist, physicist, mathematician, technical 
inspector, technical planner or estimator, technical analyst, etc.) 

—__3. Sub-professional (General inspector, general draftsman, general analyst, general 
publication editor, etc.) 

—__4. Clerical (Storekeeper, stenographer, secretary, file clerk, typist, calculating machine 
operator, other clerks, etc.) 

_—-5. Shop, skilled (All types journeymen, such as machinists, instrument makers, ordnance- 
men, electroplaters, etc.) 

—__.6. Shop, semi-skilled (Machine operator, parts assembler, helpers, apprentices, ordnance- 
workers, etc.) 

—__7. Other (If you can't fit yourself into one of the above breakdowns, check here) 


7) Regarding Ordnance Plant matters that are of interest and concern to me I feel 
—_l1. Iam kept very well informed —__2. Iam informed on most matters 


—_-3. 1 get very little information 


8) As a usual thing, 1 get most of my information regarding Ordnance Plant policies and 
—_l. My supervisor, as soon as I need to know it 
2. My supervisor, but when it is too late 
—_—.3. My supervisor, but after I have heard it through the grapevine 
__4, Ordnance Plant printed information, such as bulletin boards, station notices, memor 
randa, BOMBSIGHT, etc. 
——5. Actually, I get very little such information. 
COMMENT 


9) How good a job is being done in explaining to employees what the NOPI Policies and Regu- 


—___1. Not very good ——2. Only fairly good —_3. Quite good 


10) Do you have group meetings in which employees in your working group can discuss things 
with your supervisor ? 


——_1. Never — 2. Seldom —3. Occasionally —-4. Often 
11) How worthwhile do you consider these meetings are? 

__.l. Very worthwhile ——2. Fairly worthwhile —3. Not very worthwhile 

__4. A waste of time —__.5. We don't have such meetings now 


12) How much of BOMBSIGHT do you read regularly? 
—_-1. Most of it ——2. About half of it 


__._.3. Justa little of it —__4. I don't read it 
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13) As regards my present job 
I do not like it and I would prefer something else 


—_2. All things considered, I like it pretty well 
___3. I like it very well 


ie 


14) I find my work is 


Very interesting —2. Fairly interesting 


ae 


—__3. Not very interesting —__4. Extremely dull 

15) The amount of "paper work'' I do on my job, considering the type of work I do, is 
——_-l. Very little —__z. Necessary and reasonable 
___3. More than seems necessary __4. Too much 


16) As to my personal work abilities, I feel my job 
1. Fails to use them —__2. Uses some of my main abilities 


Uses most of my main abilities —_4. Uses all of my experiences and 
Is too difficult abilities 


oe 


___ 


17) For the most part, my fellow workers in my group are 
Very friendly and helpful ~ 2. Fairly friendly and helpful —_3. Indifferent to me 


conan 


18) When you are first given an assignment, how much information and help does your 
supervisor give you? 





——l. I never get what I need —__2. I seldom get what I need 
——3. I usually get what I need __4. Ialways get what I need 
COMMENT 
19) Are you satisfied with the credit you receive from your supervisor when you do a good job? 
—___l. Entirely satisfied —__2. Quite satisfied 
—_-3. Only fairly satisfied — 4. Not at all satisfied 


20) In regard to his technical know-how, I believe my immediate supervisor is 
Highly capable —2. Quite capable 
Good enough for his~ job __4. Lacking in some necessary respects 


Not qualified for his job 


ee | 
er 


oe 


21) In regard to his ability to handle and get the most out of his work group, I believe my 


immediate supervisor is 
1. Not qualified for his job __z. Lacking in some necessary respects 


—__3. Good enough for his job — 4. Quite capable 
——5. Highly capable 





22) Usually, when I discuss a grievance with my supervisor 
It is settled in a fair manner by him 


| 


—___2. He passes it up the line where it is usually settled in a fair manner 
—___3. He passes it up the line but it is seldom settled to my satisfaction 
—__4. He tries to help me but he is helpless to correct the situation 
__5. He ignores the complaint or at least does nothing about it 
—_—_6. He settles it his way, but not in a fair manner 

COMMENT. 


23) Do you think your supervisor tries to be fair and impartial to each employee (for example, 
in assigning work, granting requests, getting each to do his share, etc.)? 


—__.1. Sometimes —2. Usually —3. Always 


24) How often does your supervisor discuss your job performance with you? 


—__1. Only when something goes wrong —__2. Once a year 
—___3. At least every six months —4. Seldom or never 


—___5. Often enough, but not on a regular schedule 





a A 


25) Do you feel free to approach and talk to your immediate supervisor about your promotion 
possibilities? 
——1. I always feel free to talk this over 
—__z. l usually feel free to talk this over 
—__-3. I usually hesitate to talk this over 
—_._.4. I never feel free to talk this over: 


26) NOPI as a place to work, compared to other activities or companies that I know about or 
have worked for, is 
——l. Just average —__z2. Better than average —__3. One of the very best 


27) Do you feel that the management of NOPI, down to and including your immediate super - 
visor, delegates enough responsibility and authority to get the best results from its 
employees? 

——l., “Yes 2a NO —3. Don't know 
COMMENT 


28) When 1 run into a difficult problem on my job 
——l. 1 know how far I'm supposed to go before asking my supervisor for help 
——2. Occasionally I find I do not ask my supervisor for help soon enough 
——_3. It isn't clear to me whether I should ask for help or go ahead on my own 


29) Are you given a chance to offer your ideas when decisions are to be made which fall within 
your job responsibility? 


—__.1. Seldom or never —2. Only occasionally 
—3. Yes, usually —_.4. Yes, always 
30) How do you feel about the advancement you have made at NOPI to the present time? 
——l. Very satisfied —2. Fairly satisfied 
——3. Neither satisfied nor dissatisfied —4. Somewhat dissatisfied 
—__5. Very dissatisfied 
COMMENT 
31) How do you feel about your chances for further advancement at NOPI? 
—l. I feel my chances are poor —z. There is some chance 
—3. I feel my chances are good —4. I like the job I have and do not care to 


advance further 
COMMENT 


32) The place where I do my work 
—_l1. Is well arranged and laid out for the work I do 
—__2. Could be improved on somewhat 
—3. Is poorly arranged or crowded for what I have to do 


33) Is your work interrupted by lack of material, tools, supplies, or instructions? 
— 1. Often — 2. Seldom 3. Never 
COMMENT 





34) The way I feel about methods improvement and work simplification is 
—l1. I haven't thought much about them 
—z2. Whenever I find a better way to do my job, I tell my supervisor about it 
—3. I use the Beneficial Suggestion Program when I find a better way to do my job 
—__4. I often find simpler and better methods for doing my job and use them, but don't 
bother to tell anybody about them 
COMMENT_WW SSS 


35) Considering the kinds of products we make at NOPI, I feel our production control and 
present manufacturing methods 


—_1. Cannot be materially improved __2. Could be improved in some instances 
__3. Need improvement in many situations —.4. I do not know 
COMMENT 
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36) For my type of work, the equipment I use at NOPI is 
—__1. In need of replacement —-_2. Not as good as most places 
—_._3. Better than in most places —__4. The best obtainable 


37) How do you feel about motion and time study? 
___1. I don't know enough about it to say 
__2. Due to the many different products we make, it wouldn't be at all applicable in any of 
our production operations. 
__3. Even though we make many different products, it could be used to advantage in at 
least some of our production operations 
__4. I feel we could apply it to many of our production operations to good advantage 


COMMENT 


38) The forms I] use in my job are 
——l. Well designed for filling in necessary information 
—__.2. Poorly laid out for filling in necessary information 
—__3. Poorly laid out and require unnecessary information 
__.4. I do not use forms in my job 


39) I feel that the time lost in handling raw materials and semi-finished products 


at NOPI is 
_._|l. Excessive —._2. Normal 
—__3. Very low —4. Don't know 


40) To help me do my best work, apart from experience on my job, 
—__|. I get a great deal of the right kind of training 
—__2. I get some training of the right kind 
——3. I do not get enough training 
__4. J get no training, to speak of | 
—__5. I get too much unnecessary training 


COMMENT 
41) When I have a personal problem, the person ] usually go to for help is 
—1. My supervisor —__2. A fellow worker 
__3. Nobody; I try to work it out for myself __4. A member of the Employee Relations 
——5. Someone outside the Plant Division 


42) Do you feel that the present Civil Service system for Performance Rating does rate you 
fairly in your present job performance? 
—_1l. Yes —__2. Don't know —___3. No 


COMMENT 


43) How much of your working time do you feel is devoted to handling "red tape", that is, paper 
work which seems to needlessly complicate your job performance? 
—l1. 0% to 5% —2. 6% to 15% 
— 3. 16% to 25% __4. More than 25% 


44) Concerning the Navy Employees Beneficial Suggestions Program 
—__1. I have submitted one or moresuggestions and have had one or more accepted. 
—.2. I have submitted suggestions, but have Not had any accepted 
—__3. I know about the program and like it, but have not submitted any suggestions 
__4. I know about the program and do not like it; I haven't submitted any suggestions 
—5. I do not know the details of the Program 
COMMENT 





45) I would rather pass my suggestions up the line through my supervisor than use the 


Beneficial Suggestion Program. 
—_l. Agree 2. Disagree _ 3. No opinion 





46) "Red tape'' and delay are held to a minimum in the Beneficial Suggestion Program. 
—l. Agree __2. Disagree —3. No opinion 
47) The money and recognition given for accepted suggestions are strong incentives for getting 

ideas that might not otherwise be thought about 
1. Disagree — 2. Agree —__3. No opinion 
On these last two groups of questions, please mark a _'"'1"' before your first choice, a ''2"' 
before your second choice, and a "3" before your third choice. (NOT just check marks) 





48) What three things do you look for most in a higher level job? (Number in order of 
49) importance to you 1-2-3.) 
50) 





Having more security —_-2. Having more authority 
Being closer to the higher-ups __4. Having more independence 
. Having more feeling that people appreciate my work 

. Having a chance to do more responsible work 

. Receiving more pay 

. More opportunity to apply my training and know-how 


51) What three items from the list below seem to count most in determining whether or not a 
52) person at your level will get a recommendation for promotion to fill a job vacancy in your 
53) department? (List in order of preference 1-2-3) 


The amount of work a person turns out 

The length of time in the Ordnance Plant 

The amount of initiative a person shows 

The experience a person has in the job 

How a person stands with the person he works for 

The quality of work a person turns out 

The length of time since last promotion 

The ability and training a person has to have to do the job 
The ideas and originality a person shows 

Who the person knows in the Ordnance Plant 


Now, if you have any suggestions or comments that you think are worthwhile, please use the 
blank space below to write them. If you care to explain further certain strong feelings 
toward some aspect of your job and the NOPI atmosphere in general, feel free to do so. 


When you have finished, be sure to put your questionnaire in the 
envelope and put it in a "ballot box" by 3;00 P.M. THURSDAY 11 
MARCH. Again, we wish tothank you for your cooperation and help. 
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Mierec ter this ghud;. Still, it wes eccneicered thugs 
mer furt!er incern:] researc’ by the minagement cr Taye 


femme oc llia be asked tcr 2@nra weulda therefore te fSvallomwe 


4s & COVEring Bescranaum fre: tde Comvind ae 
iecer tc the em. lo:ees to be rolled, slus a letter oF 


od | 


Meee Cts Gage ar.c Ssclic.tatitn of ccoveraticones ihese 


a) 


Mere included ta empnusize ti.at thle indivicuud's i¢pime 
memewas Conmsigered i:portant by LCFI, towmeive the ade 
Meare travive details cn nos ts mark sna return piwe 
MeeovlOnwaers, 2re to emBhasize theesmoljeeus niuture em 
the resyonses. 

errr ee =f hemece (CY COmaenmis, tctn at cornu 


meeeces ime cay ci the -yuesttonnvire aru at theta 














= 





ethed alone, 






Meee }ed directly by the chztin cf comand thrceueh line 





Smee visicn. ho tulletin tourd informetion Wes usea, no 


preliminary ifs Owmeaticn@wes inccrpcrated in tne er 







Pi re) 


Petey perichical, ECKbSiOhT, ort ro brotdeast ecrcern= 
Meee be questionnaire was unmnounced over the plcnt-wide pubs 


i 


DPewedGress syster. Denartuent Heads receiveé the fora: fer 
Departments, and rassed them to subordi:ate cupervis- 
The Derartment Heids were reyuested tc e1.list eccoper- 


suuermaineees in replying to the ocll, tees 


bw 
Se 


except for trying to ensure that each eligible employee re- 


Comm, 1C Omer pullicityam@emius Coher aa 


4 


geeeecontGined in the \;vesticnnaire itself Wus usec. 
The forus sere distributed tc the Derurtment Heads by 
femme tuesday 9 March 1954. Sixteen lecxed or senied trilet™ 


boxes were provided for ballct returns at locaticns in the 


nore densely pcpulated work areas of the Depnurtnents effect- 
meme ie employees were Gllosed tc fill in the ferme cn tne 


as 


Mepmway vimes designézted by their respective superviscrse, oc 
memeeecould t2xe them home to fill ther out if they so desire 


. 


@d. The period selectec for the survey was purposely made 
between puy-day periods to minimize this influence cn employ- 
Sere pinions. 


mee (CO Oe cr airsday, 11.M@rch 192s) the taller 





Memes Were COMRme cd , Wher Cll.tentb tr tie Se. led Sivereree 
” ~ ~ eS . : — so] ’ = oi 5 e + | aes “- =< 
Oe oClLAlCTt20 Sieeome CMTC fe chrreec Mic: tc Furd # “n2vepe 


meee Ly Butecmeegle, “oe che ballot gas co-tletec. ier ara 


} 4 


. ~ o* a ' “qe ~ vi , -~_— * a4 aan 
Mmeewmes PCr letve returns wos @acte, gplticumn cCme ight meee 


Ch; 


Meen turned ir. 

Usin, tif¥e @arressed met'.cd, 2312 blink CPINIChKs were 
Mmecc Cui. «64 tctai of 1€0°? returns resuitec, 1€¢4 ¢ 
Mec, Were filled in ccampletely enouwlh te Le trLulatatle. 


The lout: refreserted « 71.5% respcnuse. 
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BVALUSTING THE WESTICNNAIRE RESULTS 


Sorting ond Arranging the Returns 

After ell questionnaires were removed from the wiied 
lopes, they fore sorted Sirst into two general categories: 
those ccntaining write-ins and those without write-ins. In 
the former category were 756 tallots; in the latter, 898. 
meee latter were delivered to the statistical laboratory gai 
Purdue University for key punching and verifying the re- 
sponses cn IB mechine cards. The 756 CPINIONs were then 
Meeuwer sorted ty hand into groups containing significant 
Seeeeents and these considered by the writer to be not si@- 
nificant. This grcuping resulted in 456 CPINIONs with sig- 
nificant comments and 300 ready for immediate key punching. 
(These 300 had eentained write-ins considered already answer- 
ed by imeticatea check marks or write-ins which were inco- 
Mememt, for the most part. aA censiderable number contained 
the comment under questionzg "I have had no grievence" or 
words to thet effect. This pointed up the most cutstending 
weakness of the entire yuesticnnaire, cs far as giving the 
Seeeoyees 4 fide enough choice of answers, even though this 
wasn't disclosed in the sample poll.) 

Preceeding with the sorting, of the 456 ballots with 
write-ins, 393 hed ccmuments at the end of the questionnaire; 
it Wes Wecided tc clissify these write-ins for inclusion in 


Geeeleting. The internal write-ins were not, although tally- 








ey’ 


Sheets were prepared and frequency of comments by type 
written dcwn. Lack cf clerical aid and the desire to keep 
expenses to a reasonable figure dictated this course. Thus, 
classified and tabulated ccmments were included on 24.0% of 
the 1654 total tabulated returns. Some of the end-space 
write-ins concerned only one classification area; others 
touchea upon &s many as six. 

A Classification Plan was drawn up to cover the areas 
included in the 398 end-of-ballot comments. Table 1 shows 
the plén used. Three breakdowns within each category were 
used to show: a. a favorable comment; b. an unfavorable com- 
mee, aNd Cc. 2 suggestion in the area cencerned. Iwo in- 
dependent raters then went through the write-ins and wrote 
down the numbers which represented the type of comment. The 
two lists were compfred and the items showing identical 
classification were coded on the questionnsire form for IBiu 
era tabulation. Many Souler vore only indirectly on the 
areas of the CPINICN survey, but were classified nonetheless. 
As will be seen from the results of tabulation, the range of 


the comments was very broad. 


Tabulating the Results 
After all questionnaires had been key punched &nd veri- 
fied on IEM cards, Coe cards were t2ken to the Crdnance 
Meet for tebulating. With limited time availatle, the 


decision was to tabulate by Department, and by per annum and 








Teele 1. 


THE CLASSIFICsATION PLAN 


FCR CCMMENTS 


NCPI and NCPI TCP MANAGEMENT 


1. Crdnance Plant reputation 
ec. Crganization policies 
3. Management attitudes 
4. Management procedures 
5. Employee attitude toward NOPI 
€. Employee attitude toward manage - 
ment | 
SUPERVISION 
1. Supervisor to supervisor relations 
¢. Supervisor te subordinate relations 
3. General 
JOB SATISFACTION 
1. General 
ec. Advancement opportunity 
3. Advancement to date 
4. Recognition of the individual 
5- Job position descriptions 
6. Fellow employees 
{. Job interest 
AY 
1. General 
e. Internal relationships 
3. External relationships 
4. Step increases 
wCRKING CCNDITICNS 
i. General 
2. Plant and equipment 
PLANT PRCDUCTIGN EFFICIENCY 
1. General 
€. ifetheds and production 


People &s a production factor 
Utilization of people 


PERSCNNEL PCLICIES 


a. 
ap 
es 


Promotion policies and procedures 
Favoritism, bias, prejudice, etc. 
Training z 





TABLE 1. (centinued) 


S. CQGMMUNICATICKS 
1. General 
2. Meetings and ccr.ferences 
3. B@@ESICET 


PeeeemeetLOYBES BENSFICIAL SUGGESTION FPRCGRAL 


1. General 
co. 8ffectiveness 


10. PERFCREAKCE RA4ATING 
1. General 


ll. MISCELLANECUS 


1. General ‘ 

ec. Training needs 

3. Leave 

ui. Overeall planning 

be) eet vability of materials. 





per diem only. This necessitated fifteen sortings--one for 
each Department plus one for those OPINIONs mich did not 
specify which Department the responder was in, or five, and 
one each for per annum and per diem, plus cne for nese not 
indicating which personnel class they were in, or three. 
This amounted tc five divisions, each further subdivided in- 
to three divisicns, for a total of fifteen. CObtaining these 
tabulated totals and converting them to percentages took 


about two and a half weeks and was done by NCPI personnel. 


General Consiuerations 
Prior to presenting and discussing the results obtained 
from the CPINION poll, it would be well to mention some 
cautions applicable to questionnaire results in general. 
Although a detailed discussion is outside the scope of this 
paper, some general ccnsiderations are well worth comment. 
Among these are: 

1. The fact that the results are based on what. 
meeople think or feel. Thus, the results summarize 
Broun opinion; they are necessary to help us find out 
the thinking of people regarding areas set forth in 
the basic questionnaire. They may or may not reflect 
accurate information. For example, the mere belief 
that his supervisor wasn't as cordial in his greeting 
in the morning as he might have been may sour that ez- 


ployee's opinion cf supervision temporarily, and be re- 





flected in the way the employee answers his yuestions 
Concerning Smbervisgien. Cr, he m@y be angrry with his 
mcther-in-law, and take his feelings out on how he an- 
emers concerning management. This probably doesn't af- 
fect 211 empleyees the same wey at the same tine, how- 
ever, so it ic ecernsidered thet over-all results terd te 
reilect employees’ thoughts on any typical working day. 
Cn the other hand, if the survey happened to be con- 
Meeted Cn & hot sumner day wher the sir ccnditicnineg 
bOreke cown, general group feelings toward their work- 
places wculd tend to be largely less favcratle then it 
generally is. In the present study, for example, an 
perpineering Department reorganization propcsa2l was set 
forth just as the yguestionnaire was presented at NCPI. 
Severel CFINICNs from personnel in Engineering remark- 
ed feelingly on this matter, and possibly the average 
Seemeatisfaction opinion was lovered because of this. 
@eevne other hand, if the entire purpose of the change ° 
had had a chance to be discussed and analyzed by the in- 
dividuals, and their ates cheney modified, the re- 


1€ 


Sults might have been considerably raised. 


. 

16 nhe Engineering reorganization at NOPI is a lone tern 
Seagwmeal one. It will take .bcut 2 yezr to complete. Dis- 
meoe1on of persennel froups and prejects worked on will be 
meme vc 2 Minimum. <A maximus: ct consultation within the De- 
emeecrit 1S being used. The charge was initiated in craer 
Bemeeercvye the cepartnertal efficiency and preductivity. 
However, vague, anxiety-causing runcers often precede the 
ees On 4 change, and it was thus in this case. i.ow that 
the purpose of the reorganization is «widely understood, the 
employees want to institute the changes immedi:tely und seen 
Oemerusiastic about it! 





c. Ine Tresumeseare cualitative, even thoweh meas- 
Wree On G2 quentiteative vasis. Even so, despite indivi 
ual differences inherent in working with human veings, 
Peends in preoup thinking can be significant to mendres 
mere, heWever, it is well to keep in mind that “#iffoanmge 
to ‘standardize’ employees have proved futile sinply 
because people do not all fit into the same pigeonhcle, 
and efforts to make them sc confcrm will almost invari- 
ably produce repercussions. People have different 
motives and different goals, and their behavior is 
determined by these motives and gcals.” ell 

3. Subjective judgment must enter into assessing 
wheat is meant by percentages of responses. In some 
cases a reply of 80% favorable answers may indicate in- 
Pensive ccrrection is necessary in order to approach 4 
desired 95% favorable level. (nm the cther hand, 5% 


very dissatisfied replies can be an important indicator. 


Won, Lawshe, Jr., Psychology of Industrial Relations 
(New York: McGraw-Hill Book Company, 1953), p. 35. 
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RESULTS AND VISCUSSICN 


iwethod of Fresenting Results 

In the ensuing presentation of the results of the Cpin- 
ion questicnnaire, the following general plan will be observ- 
ed: 

(1). The over-all treakdown of participation will be 
even, by caterory cf workers by Departments as to Per Diem 
Cr Per annum emplcyees. 

(2). Sach .juestion, commencing with number six, waa 
be listed. It will be tiollowed ty its possitle choices of 
answers. hext to each possible chcice will be placed the 
percentages ol replies listing that choice. In all cases, 
those percentages listed immediately to the left of the an- 
Swer Will be the resconse of Per Diem employees. Those per- 
centages listed immediately to the right of euch respcnse 
Will represent the answers given by Per Annum employees. 
Deeecommanding Officer's choice of the tnswer he felt would 
MewcrecKed ty a majority of the entire survey population 
Will be indicated bv an asterisk at the far left of the en- 
swer he selected. The actucl highest percemtrre cl.ecked by 
Uhe entire survey population, including 110 identified 
questionnaires, @s well us those ider.tiried as to Fer Annum 
and Fer Die exployees, will ve enclosed in parentheses at 
ome iar right cf the choice where it cccurred. In this way, 


the a@verer.ess of the Commanding Officer as to the pulse of 





u/ 


of the ILCPI employees' feelings and experier.ces can be ccm- 
pared. This was included, not to put the Commanding Officer 


mon the spot", but to see hom good top mamagpement's empatr, 


(3). Following the percenttge presertation and ques- 
tior. listing, a briel discussicn of tM@t question*s resuaae 
Will te riven. In cases where a finer Lreakdown is desir- 
acle into dif‘ferences cfr results among Departments, to deter- 
mumeecareas Of difference as well as items of difference, Tie 
discussion will include these. Also included will be sun- 
Maries cf comments sritten in below applicable questions, 
where these couments appear tc be significant. 

(.,). Vihere &ppliceble, certain NCPI records will be 
Bperoacuced intc the discussion of results, to give factual 
bases from which to judge the opinions expressed. 

(5). Wher. all questions huve been discussed, a resume 
Sore comments written in at the end of the Opinion ques- 
tionnaire will te shown. 

(6). Throughout the results presentation, no attenpt 
Will be made to correlate the answers tc any one question 
with those of any other, although examination may well show 
several questions to be highly intercorrelated witr. others 
in the same general questioning area. Bach question will 


therefore be presented aS an entity in itself. 


Amaliysis of Participé tion 


Table 2. lists the manner in which responses to the 





NCPY Opinion questionneire were categorized. The nuxbers in 
Single zerentheses following the number of responses receiv- 
ed indicate the numbers of exployees polled. The numbers in 
double parentheses indicete the percentages of response. 

Thus, in presenting the results, the percentages shown 
next to the cnoices of answers to questions will be based on 
1,C13 employees as 100° for the Per Diem employees, and on 
531 as 100% for the Per Annum employees. In this manner, 
the differences in responses by the two groups can easily be 
notec. Since 11C returned forms dig net 1déntawty thewre- 
Sponder as being in one €roup or the other, their results 
Will not be listed seperately. Their weight was ccrsidered 
in arriving et complete percentage brenkdowns for the entire 
number of enplo;ees participating, of which only the great- 
est response percentage will be listed, in parentheses at 
the extreme right of the answer where occurriniee 

mOpendix 4A. lists the percentége responses to all ques- 


tions. 


Results by Question Numbers 


“y 


question Number 6. Ceneral Job Area. (This identifica. 
tion question is included here tc show the reader the ap- 
proximate numbers of vurious types of employees res ponding 


to the yuestionnaire.) 


(Per Diem) ey C. No answer 0.9% (Per Annum) 
Se il. En¢ineer 33% 
59 2. Professional other 


than Engineer 
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4% 3. Sub-professioneal 13¢ 

Cle a2. Clerical 22%, 

1% ©. Shop, skilled ug 

oe ©: SAOp, Ssemi=sxiiied % 

é 2% 7. Other Og 


Guestion Number /. Regarding Crdnance Plant matters 


that are of interest @nd concern to me I feel 


2% O. No answer 1% 
31% 1. 1am kept very well informed 26% 
* 54% 2. I am informed on most matters 58% (5599) 


ieee beget very little infcrmation 157 


This response indicates that little difference exists 
between the way the two grcups feel concerning this yguestion. 
It does indicate the need for getting information to more 
people, however, @S more than one person out of ten. feels 
peeeeeted on the information he receives. Parenthetically, 
23% of the Per Annum personnel in the Engineering Department 
Seeeved they got very little information; that tnis is so 
Mee at variance with the mean for all Fer Annum workers is 
@oubtless due to the Engineering Department reorganization 
pean, Biscuseed earlier. The results for this answer, anong 
Per Annum employees in the other three Departments were In- 
Meewrial, 10%; Research and Test, 7%; and Quality, 6&. 

In the Per Diem employees’ response to this same an- 
swer, 13% in Industrial, 12% in Engineering, zere percent in 
Research and Test, and 16% in Guality checked this choice, 
Meeeetney got very little infcrmation. 

Since the sazxe media of communications are available to 
el? Derertments, it is suggested that MOFI management give 


Some thought to the location and spacing of bulletin boards 
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among Departments ge that @1] explorees tmp AAve nore access 
moO ofers. AlSC Ci everest is the fuct thet wc of the De= 
partments reporting the highest percentages of never having 
group meetings (see question 10.) are the hirhest in feelire 
Meeen.crmea on Orcnance lant m&tters. Cn the cther hend,Re= 
meme n 2nd Test had @ high rercemtage, relatively, axenp its 
Per Diem worxers who stated they never had group meetings, 
Gmemyet none of them stated that they were uninformed. This 
fem inter thét due te the smaliness cf the Per Diem grcuz 
in the Research and Test Department, group meetings are un- 
necessary anc close Supervisory contact is maintained with 
Seems individual as a rerular routine. Cn the other hand, the 
Gmeeitvy of supervisicn as refards fretting and passing on in- 
[eemetion may be 2 factor. 

Mevspecific suggestion can be made, for what ney be Camm 
Sidered ample irformation ty one employee may te considered 
insufficient by another. However, in general it is indicat- 
Meeceet the communication media available are either insuf- 
ficient cr they are not being utilized with full erTective- 
meme) getting information from the top of the organization 
down through all levels. In the writer's estimstior, the 
channels of comnunication are estatlished in enough numbers 
Suemeveriety, cut they are being used at less than optiffun 
effectiveness. 


guestion Nuaber 3. Ws a usvew thamp, I pet most of ay 





information regarding Crdnance Flant pelicies and regulaticrs 





O. No answer 2% 
1. My supervisor, as secn 4)¢ (hoy 
as I need to know it 
0.9% e. My supervisor, but when Fash 

| it is too late 
CS 3. My superviscr, but after 22% 
I have heard it through 
the grapevine 
Ordnance Plant printed in- 37% 
formation, such as bulletin 
boards, station notices, 
memoranaa, BOMBSIGHT, etc. 
2%, 5. Actually, I get very little 4¢ 
such informetion 


1%, 


(°] 


33% 


— 


This response would indicate that the two primary means 
Or cem@munication at the Ordnance Plent were functioning prop- 
erly. The small percentage of people not getting informe- 
tion is probably a tribute to the efficiency of communica- 
tions at NOPI; still, it indicates some room for improvement. 
BKlso suggested is the idea that much rumor and/or informa- 
tion passes rapidly through NOPI by the "grapevine", a not 
unusual situation, but one sometimes fraught with frustra- 
tion for the supervisors in that they, who should be the 
first to know policies and regulations and to pass them on 
to the employees under them, often are among «the last to 
know. 

& breakdown by Departments for choices of response one, 
three, four, and five follows: 


Percentages Responding to Choice. 
a 


Diem annum Diem Annum Diem Annum Diem Annun 


Industrial WS eee) Same | SS SS 2h Oh 
Eng ineering 55% 29% 15% 28% 22% 39% 10% 6% 
Research & Test 50% €%Z 17% 12% he 51% Of 1g 


quality 48% 62% 26% 20% 27% 202 .: an 





From this breakdown, it can be seen that fewer Per Diem 
people in Industrial get their information on Ordnance Plant 
policies and regulations from supervisors socn enough than 
in any other Departinent. Considering the size of the group 
involved, this is probably as expected. In the Per sAnnum 
group in this same category, the Engineering personnel are 
quite far below the other groups; again, this may be due to 
the gngineering Department reorganization halo effect. 

Also as might be expected, the Research and Test people 
in both personnel categories get more information ty means 
of printed media then any other group. The people seeming 
to get the least information appear to be located in Engineer- 
ing, but again this may be due to the halo effect. Through- 
out the entire questionnaire, it is impossible to estimate 
the effect of the Engineering reorganization on the results, 
but it appears to be considerable. On the other hand, it is 
not suggested that all rather unfavorable responses in that 
Department should be ccnsidered without meaning due to the 
reorganization; a careful appraisal within the Depertment 
may show conditions which are in actual need of correcticn, 
and upon which the impact of the planned organizational 
change made no real difference. 

Among the submitted comments ccnsidered to be of some 
interest or importance to NOPI manegement were included the 
following: 


i Lote information not the fault of the supervisor. 
2. Usually I get "chewed out" before I have heard the 





rule stated. 


We get more rules than reason. 
- NOPI policy of disposing of surplus material not 
put out well. 

10. Do not feel free to read bulletin boards due loss 
of time. No set time to do this. 

11. Discussion of rumors accounts for a lot of wasted 
time. 

12. Reorganization of Engineering Department information 

gained through grapevine. 


3. Wy supervisor is reluctant to pass information on; 
however management in general is good about this. 

41. Publie address system should announce special col- 
lections--like Blue Cross, etc. 

5. Need a Public Address system that all can hear. Al- 
so, the PA system does not work well. 

6. Insufficient communications, plus inadequate informa- 
CLOM. 

7. Reasons not given except upon questioning about 
them. 

. 
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From two to six separate questionnaires listed each of the 
above comments or a paraphrase thereof. Since the most fre- 
quently written-in comment reflected less than 0.4% of the 
questionnaire population on this question, the significance 
of the statements mede evidently apply only to isolated in- 
dividuals. However, it appears thet emphasis could be plac- 
ed on explaining the reasons for policies and regulations to 
promote better Plant-wide understanding of them. That this 
need is evident is shown by the results of question 9. This 
might well be done by a statement placed on written commun- 
ications, expanding the minimal information generally con- 
tagned under "Purpose® of the notice or instruction. Also, 
supervisors could be instructed to give reasons, where pos- 
sible, in passing information verbally concerning changes in 
rules and institution of new ones. 


Question Number 9. How good a job is being done in ex- 
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plaining to employees what the NOQPI Policies and Regulations 


are and the reason for them? 


Per Diem 1% 0. No answer 3% Per Annun 
12% 1. Not very vood 16% 
ie 2. COmly fairly goed 43% | 

# i 3. Waite good 38¢ (45%) 


On this question, Per Diem workers, in general, felt 
that a better job was being done than did the Per Annum work- 


ers. An inter-Department2l comparison shows the following 


results: 
Percentage Response to Choice 

aa | 

Dier Annun Diem Annum Diem Annum 
Industrial 12% 10% 39% «= le “U7Z 45% 
Eng ineer ing 4 te We = ioe U5% 29% 
Research and Test 11% 0? OY yee Ae 272 
Quality 207; te 9 oA % 5ue 


Quality Per Diem workers have the highest response of Per 
Diem employees who believe a "not very gocd" job is being 
done, while the same Department's Per Annum personnel have 
the smallest response. s#ngineering Per Annum people again 
seem considerably out of line with other Departments’ re- 
Seemses, being high in believing "not very geod", and low 

in feeling “quite good". Ad] groups indicave that much im. 
provement is necessary. In this regard, the Naval Ordnance 
Laboratory attitude survey showed similar findings. In fact, 
meempeport of the Evaluating Committee had this to say: ".., 
in no area is there © strong reflection that the people feel 


satisfied that they are adequetely informed as to policy and 





regulations, and the reasons for them, "18 In line with this 
same idea, Yoder has this to say: 
A primary purpose in maintaining effective communication 
is the accurate and dependable transmission of orders and 
instructions. All divisions of the organization must 
know what they are expected to do. They cannot do their 
part without informetion on what that part involves. lore- 
over, supervisors and employees may be expected to carry 
out orders more rapidly, accurately, and enthusiastically 
if they know the reascns behind those orders. Why is the 
job to be done in a@ certain manner? What do the orders 
mean? Who dreamed them up? Why are they different from 
those which have come through in the past? To be sure 
that supervisors know the answers requires effective ccn- 
munication.19 
As a case in point, several questionnaires commented on 
the item of disposal of surplus or salvage material. Much 
resentment seemed to be based on the fact that valuable el- 


ectronic items were smashed and destroyed rather than give 
the employees at NOPI a chance to purchase them and take 

them to their home workshops and make gadgets and/or experi- 
ment with the parts. Now, it is obvious that disposal of 
certain items of firecontrol equipment which failed to pass 
the rigid inspection requirements laid down might be dictated 
by Bureau of Ordnance policy, or even Department of Defense 
policy, concerning compromise of security information. Small 
assemblies or even sub-assemblies would doubtless fit into 


this category. Also, many items that are unique to aviation 





1B ouoted from the Chairman's report to the Commander, 
Naval Ordnance Laboratory, in a memorandum dated 19 February 
1953 


= Veder Gp, Gems, p. 382. 





firecontrol equipment might be classified as security in- 
formation. On the other hand, perhaps there are some in- 
eeeeromal component parts that are similar to any that can be 
purchased at a radio spare parts shop, and whose authorized 
sale to employees would not compromise the national security 
but would allow them the opportunity to obtain parts more 
cheaply. At all events, it is suggested thet on items like 
this, where employees raise questions as to & policy express- 
oammor carried out by NOPI, that enough information be cir- 
culated as to the reason for the policy that the employee 
knows and appreciates the fact that a certain procedure 
can't be done because of security requirements, or, if mod- 
feereetions within the policy can be examined as to feasibil- 
acy, that this be carried out and changes made as a result. 
Question Number 10. Do you have group meetings in which 
employees in your working group can discuss things with your 


supervisor? 


2% O. No answer 2%, 
27% 1. Never 17% 
2 2. Seldom 265° 
38%. P: Occasionally 424% (39%) 
% 8% . Often 12% 


The people comprising a work group at any level of an 
organization are individuals, and each individual has the 
Beatty to think, to get and express ideas, to experience 
frustrations, to wonder about the implications of rumors, 
and to work more or less effectively as these and other basic 
behaviour-modifying factors are expressed or bottled up with- 


in him, as the case may be. If his ideas aren't solicited, 





if he holds back information that could be shared with pro- 
fit throughout the group, he isn't as effective a member of 
the organization as he well cculd be. He may believe that 
he has good ideas and he may want to share them with his 
supervisor or fellow workers. However, if there is no op- 
portunity to do this, he may become disinterested and adopt 
a “who cares" attitude. His need for participation and re- 
cognition can be materially helped by taking part in greup 
meetings within his area of work and responsibility. 

It appears from the answers to the above question that 
there needs to be an improvement in both the number and fre- 
quency of group meetings at NOPI. As Thomas G. Spates, re- 
tired Perscnnel Vice President of General Foods Corporation, 
and presently Professor of Personnel Administration at Yale 
University, put it in his "The American Code of Personnel 
Administration": 

Sixth point in the Code7is the practice of satisfying 
the desire for participation by means of consultation and 
explanation, both up and down, through all echelons of or- 
Senization. .iIf one were forced, under pain of severe pune 
ishment, to express the essence of sound personnel admin- 
istration in just two words, those words would te "Consul- 
Becion” and "Explanation". The acts Mplied by those Ho 
words influence freatly the attitudes of people and their 
response to the decisions that have to be made in the con- 
duct of business.’ Even though decisions are, of necessity, 
sometimes unpopular, the negative oo can be les- 
sened by answers to the question "Why?".< 


A finer breekdown of the answers to this question shows; 


er pom an address given at the 23rd Management Convoca- 
tion, Rochester Institute of Technology, Rochester, New York, 
on April 12, 1949. 





1. For Per Diem emplovees: 


a. 28% in the Industrial Department never have 
such meetings; 26% seldom have them, and 35% 


occasionally have then. 

b. 10% in the Engineering Department never have 
such meetings; 22% seldom have them, and 40% 
occasionally have then. 

c. 28% in the Research and Test Department never 
have such meetings; 17% seldom have then, and 
39% occasionaljy have them. 

d. 25% in the Quality Department never have such 
meetings; 22% seldom have them, and 46% occa- 
sionally have them. 

2. For Per Annum employees: (The percentages indicate 
never, seldom, and occasionally, in that order, as 
above). 

a. Industrial: 22%, 25%, and 39%. 

bD. Eng@n@ering: 172, 31%, and 37%. 

c. Research and Test: 16%, 26%, and 45%. 

Gd. Quality: 12%, 13%, and 61%. 

It can be seen at a glance that this valuable method for pre- 
senting and sharing information end exchenging ideas within 
working groups is not being utilized at NOPI nearly as often 
as it could be. These meetings provide the opportunity for 
valuable "communication upward" by the employees, and they 
further strengthen the worker's inherent basic need for par- 
ticipation. Further, they permit the supervisor to pass 
managements’ directives and policies down the line, and to 
answer questions as they appear. In order to get maximum 


value from such meetings, some sort of training supervisors 


in the-art and method of conducting successful group meet- 
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ings should be undertaken. Also important in getting full 


effectiveness from such meetings is the timeliness of in- 


formation in getting to the supervisors who conduct then. 
The Personnel Handbook has this to say: 


If the supervisor is to lead the unit, he must receive in- 
formation in advance of the group. And he must know enough 
to Supplement the information which is supplied by various 
media. The questions which his subordinates ask him will 
encourage him to ask questions of his superintendent, if 
lines of communication are open. In the opposite direct- 
jon, the superintendent should seek the active participa- 
tion of the supervisor in planning and scheduling com- 
munications. 


Finally, it must be remembered that the workers within the 
unit are &4n extension of the supervisor himself in his 
function of conveying information. Workers learn from 
other workers as well as from the supervisor.cl 


Question Number 11. How worthwhile de you consider 


these meetings are? 


8¢ O. No answer o% 
40% 1. Very worthwhile 37% (39%) 
+ 2h% 2. Fairly worthwhile 32% 
ce 3. Wet wery wortiwinile G5 
u% uy. A waste of time 2% 
19% 5. We don't have such 16% 


meetings now 
With no attempt to correlate between this question and 
the previous one, it is obvious that a majority of NOPI en- 
ployees Pens der such meetings worthwhile. In this regard, 
pernaps NOPI mansgement would do well to investigate the val- 
ue and optimum frequency of group meetings to discover fact- 


ually if well-conducted group meetings do contribute to the 


él ohn F. Mee, Editor, Personnel Handbook, (New York: 
The Ronald Press Company, 1951), p. 767. 
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productive efficiency of the organization. 

St all events, despite the fact that few meetings are 
regularly held in most work groups at NCPI, this expression 
by the employees that they believe them tc be worthwhile on 
the whole shculd be given a chence for verification. To 
emphasize employee opinion on this question, only the fol- 
lowing tctal percentages were tabuleted, for toth the choice 
Pnet very worthwhile" and “a waste of time": Industrial, 

9% Per Diem and 5% Per Annum; Engineering, 7% Per Dien, 
15% Per Annum; Research anc Test, O% Per Diem, 7% Fer Annug; 


and Quality, 11% Per Diem, 3% Per Annum. 


guestion Number 12. How much of BOMBSIGHT do you read 


regularly? 
0.9% 0. No answer OF, 
+ 64s iy Most cf it 57% (612%) 
oy. 2. ecut half of it” "2s 
13% 54. Wst a littlerol imate 
3% iy. I don't read it L% 


It arpears that BOWBSIGHT is well received by NOFI enm- 
ployees. Just as with a commercial newspaper, readers find 
Geeeewecertcin sections appeal to them more than do others. 
Since ne@rly every employee picxs up 4 copy of BOMBSIGET to 
take home when it appears, the question was phresed as it 
was to determine how much of the paper was actually read. 

Several comments were written-in about BOMBSIGHT. One 
stated that the respondent was unable to get a copy. The 
Writer, however, was at the Ordnance Plant on the dey an 


edition was distributed and observed that considerable copies 





were available, placed on stands near the exits, even after 
working hcurs were over and the vast majority of employees 
had left the Plant. It may have been that this particular 
maavidual just didn't bother to pick up his copy; at ail 
events, ample distribution points anc sufficient copies were 
evident at the time observed. 

another comment stated that "too many of the same peo- 
ple appear in BOMBSIGHT, which —— it monotonous". Sines 
this was an isolated commentary, 4s was the other one, no 
general criticism of the paper seemed @pparent; still, due 
to the large numbers of employees reading only half of it 
or less, it is suggested that possibly one edition of the 
periodical include an insert questionnaire sheet. The ques- 
tionnaire could include such items as what is liked best 
about BOMBSIGHT, what is liked least, what features are con- 
sidered most interesting and least interesting, what sug- 
gestions can be made for improving the interest and read- 
abjlity of the paper, and possibly the Division to which the 
anonymous reader belongs. when returned to the editor, this 
questionnaire could aid in finding the strong and weak points 
in the employees' paper as now made up, and improvements in 
amount read should result from the incorporation of these 
Suggestions. a 
BOMBSIGHT, using criteria enumerated in the Industrial 
Relations Handbook ,““seems to fulfill various requirements 


"0p. eit:, Section 31. 





Mell. It is attractively multilithed: it Centains many 
clear, pertinent illustrations and photographs; it contains 
much perscnel news about a wide variety of emplovees; the 
material is written interestingly; the various feature and 
news items are written so that they appeal to the employees' 
femilies, making it a good home paper. Therefore, to deter- 
mine what wculd make it appeal more especially to thewt@em 
employee group, the writer can only suggest that the employ- 
ees themselves te given @&h Opportunity to indicate their 
desires. 
BOMBSIGNT is read more thoroughly by more ong ineering 
Per Diem personnel (75%) than any other group. It is not 
read by more Research end Test Per Annum people (10%) than 
any other group. Fewer employees in the Research and Teew 
énd Engineering Per Annum groups read most of it, 45% and 
51%, respectively, than any other groups. No Per Diem 
personnel in either Research and Test or quality said they 
did not read at least part of it. 
guestion Number i3. As regards my present job 
0.7% O. No answer 0.4% 
5% 1. I do not like it and woulda 64, 
prefer something else 
5% 2. All things considered, I like l9¢ 
1G pretty wwell 
* LOK 3. I like it very well lum (482) 


This question was based on one taken from the "Inside 


Western Electric" employee opinion survey*? and therefore 


eee 


c3 


pee footnote 7. 





forms some basis of reference to the NOPI employees’ re- 
Sponses. In the Western Electric survey results, the break- 
‘down was as follows to the question "How do you feel about 


your present job?": 


1. I like it very welt 22%, 
2. All things considered, I like it pretty 43% 
well 


3. Web is 311 right lig 
4. I'd prefer something else 15% 
be ecien’t dake it 3% 

These results, it will bce remembered, reflect the na- 
tional average of responses by 5100 non-supervisory technical 
professional employees of Western Electric, & group reason- 
ably similar to the large majority of NOPI employees in the 
Per Annum category. It appears upon comparison of the two 
results above that NOPI employees find far more interest in 
their present jobs than do the Western Electric employees. 
Although the breakdown used in the NOPI questionnaire wasn't 
Quite as fine as that used in the western Electric one, it 
can be seen that twice as many employees, percentagewise, at 
NOPI liked their jobs very well than did the employees of 
Western Electric. Also, lumping together the Western Elec- 
Meee results for both “I don’t like it" and "I'd prefer sone=- 
thing else", it is seen that 18% fall into these categories, 
versus the 6% of Per Annum employees at NOPI who checked 
Enee combined statement. 

| Even with the relatively good showimg indicated by NOPI 


above, it should not be rationalized that there is no room 


for further improvement. Since 46%, over-all, of the Ord- 








nance Plant employees indicated that they liked their job 
only pretty well, & large minority feels that something is 
lacking in their jobs. hat this something is cannot be 
determined on the basis of this general question. For one 
Mean, it misht mean that he doesn't get to exercise enough 
responsibility or authority in his present position; for 
another, it might mean that he has to do more routine paper 
meres chat he'd like to have to do. 

One general area of interest concerning this question 
is the relatively high regard of present job by the Per Diem 
workers. In all parts of the question, their responses were 
mere favoratle, slightly, than were the answers of the Per 
Annum group. This response is at variance with results 
found by certain other investigators in private industry. 
Dawsne states: 

Peegence oltained by Super... and Fairchild ... indicates 
that there exists a positive relation between sutisfaction 
and occupational or skill level; that is, the higher the 
occupational level, the greater the satisfacticn derived 
is likely to be ... This trend suggests that our industrial 
organization has been able to provide those in the upper 


occupational levels with satisfying work, but that it has 
been less successful in providing the factory employee, 


the clerk, and, those in the less sxilled areas with similar 
satisfaction.¢4 
That this is not true fer NCPI can be better visualized by @ 
feeer breakdown of rgsults by Departments. (Per Diem responses 


to left; Fer Annum to right.) 
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Percentage response by choice number 
Department {¢ 


y. Be 3. 
Industrial oF 6% 5% 507 0 Jo 


Eng ineering -,, aie & “0% 2g 58% le 
Research and Test Of 6F 56% 9% uly 5% 
Quality SS nd 51% 40g us 56% 


The Quality and Research and Test Departments’ Per Diem en- 
ployees exhibit less satisfaction than do those in Industrial 
and engineering, but their numerical strength is not enough 
to counterbalance the over-all Per Diem results over that of — 
the Per Annum people. 
To summarize, NCPI employees seem much better satisfied 
with their jobs than do Western Electric technical, profes- 
Sional, non-supervisory employees; over-all, Per Diem work- 
ers are better satisfied than the Per Annum people; and room 
for improvement of job satisfaction is evident for both 
groups. Selection and placement are gcod, in general, but 
perhaps these tools of management can be better utilized in 
the future in order to give even greater job satisfaction to 
&@ larger number of NOFI employees. 

In the ensuing questions, more job satisfaction areas 
are surveyed, and more specific recommendations may be for- 


mulated on the basis of noted results. 


Question Number 14. I find my work is 


’ 


0.6% O. No answer Os " 
* 60% 1. Very interesting 56% (59%) 
° 34% 2. Fairly interesting 38% 
Ug 3. Not very interesting % 
1Z 4. Extremely dull 1% 


Again, this question was taken from the Western #lectric 





study referred to above and subsequently. «also sgain, it is 
informative to list the National Jestern Electric average 


responses for comparison: 


1. Very interesting 27% 
2. Fairly interesting Gees 
3. Wot very interesting 15% 
uy. &xtremely dull Ls. 


Noted once more is the much higher NCPI employee satisfaction 
with job interest. Also noted once more is the slightly 
higher job interest response given by Per Diem over the Per 
Annum group. For inter-Departmental comparison, the sum of 
Memecmvaees to choices three and four follows, with Per Diem 
Meeponse total to the left and Per Annum to the right in 
each case: 

Industrial: 5% and 6%; Enrineering: 2% and 6.8%; Re- 
search and Test: 0% and 7%; and Quality: 7% and 2%. 

From these results and those of the preceding question 
fine treakdown, the pattern seems to exist that the Quality 

Department has the least satisfied, job-wise, Per Diem grcup, 

and the most satisfied Fer Annum group. From discussion with 
a Division Head in the Quality Department, it was determined 
that a morale problem exists with the Fer Diem people in that 
Department as regards pay. Steps are teing taken in the 
Department, within the framework of Civil Service regulations, 
to cbtain an increase in pay of the Group III ungraded work- 
ers ty writing new job descriptions. These show how the 
Skills and knowledge called for in an inspector surpass those 


Pequired ty a regular machinist cr racio mechanic. It is 





expected that a pay differeritial will be held justified as 
a result of this study, and the protlem may be expected to 
be gradaually overcome. Another sidelight of this problem 
was the transferring of certain categories of Per Annum en- 
ployees to ungraded, or Per Diem, positions, in order that 
higher rates of pay for the same anount of work involved 
could be paid. The above comprise the mejor facets of the 
Quality Department's morale problem, accordirg to the super- 
visors contacted, and progress is being made gradually but 
effectively tcward the solution. 

again, NOPI management shculd not be lulled intc the 
feeling that no need for improvement in this area exists 5 
merely because of NOPI's responses to job interest being 
Significantly higher than Western Electric's. However, the 
writer considers it s& tribute to NOPI thet iS showing is so 
much more favoratle than that of a nationally recognized 
leader in private industry. 

Question Number 15. The amount of "paper work" I do on 


my job, eonsidering the type of work I do, is 


¢ 0. No answer 0.84 
2% 1. Very little 11g 
* 46% 2. Necessary and ressonable 684 (52%) 
8% 3. More than seems necessary 1 
0.8% lk. Excessive 32 


The Western Electric study response to a similar ques- 


tion, "How do you feel in regard to the amount of routine 


o” see footnote 2 concerning Per Diem and Per Annum pay 
systems. 





clerical effort involved in your work?" was, again on the 


National average: 


1. Very little required 1% 
2. A reasonable amount 32 
p More than seems necessery 40% 

. An excessive amount 17% 


A comparison of these figures seems to belie the 
American folklore abtcut government work and “red tape" going 
hand in hand. Again NOPI comes out far ahead of Western 
Electric. Still, a combined total of responses three and 
four, on the Cranance Plant-wide poll, was twelve per cent, 
Mumecl) Still is not 4s ¢o00d as it could be. How tc reduce 
this twelve per cent more nearly to zero is a challenge thee 
€8ll supervisors at NOPI should cecnsider, each in his own 
area. An analysis might well show that a better balance of 
paper work among over-worked and under-worked employees can 
be achieved readily. 

Perhaps 2 few possible factors for the large differences 
in responses between NOPI employees and those of Western 
Electric might be mentioned. One such might be that the 
records kept ty Western Electric are more numercus and in 
much finer detail, requiring more reople to involve more 
elerical effort than for generally similar types of work at 
NOPI. another might be that government workers essume that 
their jobs will require more paper work than do private 
industry's employees. Perhaps one of the reasons the employ- 
ees at NOPI feel more favorable about the amount of paéper- 


Wern vuney do than do the Western Electric people may be tnat 





the reason behind the p2per-work is made clearer to then 
through better conmunications, ind they therefore accept it 
as core nearly necessary and reasonatle than do the less- 
well-informed Western Electric employees. The writer cannot 
state what the facts actually may te. However, on the over- 
all comparison of results, NOPI seems to distribute the 
peéper work load in @ more efficient ana effective manner 
meaeeaces Western Electric. 

Anong Departments at NOPI, a combined total of percent- 


age responses to. choices three and four breaks down as fol- 


lows: 
Percentage Response to Choices 
and uy 
Per Diem Per Annum 
Industrial 3.9% 21g 
Eng ineering oe, 19% 
Research and Test 6% 19% 
Quality 25% 25% 


Quality, due to the nature of the inspection function, re- 
Quires considerable paper-work in order to mé&intain records. 
However, it appears that the work load requiring paper work 
Beye pe Out of line for the people in the Department, toth 
Per Diem and Per Annum. Fossibly this is a situation which 
cannot be corrected; hewever, 1¢% of the Fer Diem employees 
in Quality and 5% of the Fer Annum employees stated that 
they did very little péper werk, so a balancing of the load 


might be indicated. 





Question Number 16. As to my personal work abilities, 


I feel my job 


39, O. No snswer 1% 
8 1. Fails to use them g 
36% 2. Uses some of my main abilities 37% 
# 32% >. Uses most of my méin abilities 41g(syee 
13% uy. Uses sll of my experience and 13% 
abilities 
Ge 5a) isstoco ditficult Ogaa 


The question as phrased in the ‘iestern Electric study 
resulted in the following responses: 

1. My job fails to use my main abilities 214% 

2. My job fails to use some of my main ULi%G 


ac i lat ies 
3. My job uses most of my main abilities 21% 


i. My job uses all of my experience and % 
eoilities 

On this response, NOPI as a place of employment seems to 
satisfy its workers better than does Western Electric. This 
question seems to be a reflection on the placement and 
utilization of employees so as to derive best results for 
the organization in terms of emplovee Aare skills, and 
knowledge. Everyone's general education and experience gain- 
ed through just ordinary living includes more broad develop- 
ment than is generally utilized solely in his job area. How- 
ever, when the needs of the individual in his job are careful- 
ly matched to his abilities to perform the functions of his 
job, his satisfaction in holding and doing his work are lixe- 
ly to be higher than when he has more ability than his job 


@eels for, or his job calls for more atility than he has. 





26 


Y@rious stucies, amon@ them tmat by Fond end Bills, <how 
that workers perform best when placed on jobs where their 
main abilities and intelligerce sre matched tv the difficulty 
of the job. If the job is too mis-matched with the worker 
abilities, quits occur, turnover results, and over-all cost 
of operation thereby increases. 

Continued careful emphasis on employee placement within 
Maem Orl ORpfFenization is indicated in order to bring this 
relatively high group feeling of utilization of some, most, 
or all personal work abilities to an even better level. The 
Departments were fairly evenly distributed about the average 
meepenses on this question. The extremes in the Per Annum 
group were fcund to "uses all my éxpaemee and abilities® 
in the Engineering Department, with only 3%, and in the 
Quality Department, with 26¢. The extremes for the Per Diem 
group were also located in these two Departments, but in 
inverse order, with the Engineering percentage at 255; and 
the Quality percentage at only 10%,. The writer submits this 
Maeeomm@ation only ss a fact; his lack of information as to 
what might cause this situation precludes making any specific 
comments as to whict the reasons for it may be. 

Walidating Data Concerning Turnover and Absenteeism. 
Peewres 10, 11, and 12 follow. These show NOCPI's yearly 


turnover since 1947; monthly turnover 195c¢ through March, 


261; 2, Bills and M. Pond. Referred tc by Joseph Tiffin, 
Smemmotrioni Fsychology, 3rd. =d., (New York: Prentice Hell, 
Mme. , 1952), p. . 
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AKNUAL AND SICK LEAVE, 1952 TC 195) 





1954; and percentage of accrued leave used by months by 
NOCPI employees, 1952, throurh February, 1954, respectively. 
These figures represent the entire population of NOPI, not 
just the Departments studied, but they do show the low turne 
Over and low absenteeism rate prevalent at NOFI. Actually, 
an employee under Civil Service is entitled to certain priv- 
ijleges of sick and annual leave ,<! the period varying with 
the length of service, so that unexcused absenteeism is 
extremely low. For example, only 1790 hours of unexcused 
leave, which amounts to the generally used term for "absen- 
teeism", were recorded at the Crdnance Plant during the 
entire period from January 1, 1953, to January 1, 1954. Cne 
man-year of work consists of 2080 hours at NOPI (from which 
Meermwed Annual and sick leave may be subtracted to give pro- 
ductive, employed hours. Thus, it can be seen that unexcused 
meeremcecism is almost unknown et the Ordnance Plant. Since 
excused absenteeism is a boundary condition imposed by Civil 
service regulations as part of the employment situation, it 
gS in the same category as vacations for workers in private 
industry, and thus leave, both annual and sick, cannot be 
taken as an naueaeoy of absenteeism. For the reasons above 
stated, it is considered that no absenteeism protlec exists 
at NOPI. 

In the Departments. studied, the turnover was as follows 


during the célendar year 1953: 





CINCPI, 105, op. cit. 
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accessions Separations Separation Bates 


Industrial 28) 362 Lae 
Eng ineering 63 fis ibe ok 
Research and Test 20 3 ileesal 
Saality of LS. Lage 


From the above figures, it can be seen that a somewhat 
higher separation rate occurred in the Quality Department 
than in any other. However, respresentative averaged figures 
Lor monthly Separation Rates from January through November, 
1953, in private industry are: 


J. For Crdnarce and accessory manufacturing companies: 
Medd; | 


2. For all reported Be gt Sage He industries in the 
United States; 4.3.¢ 


On the basis of this comparison, the Crdnance Plan't sep- 


28nale Modem Op. cits, p. 35) metates: 
...three types of turnover rates are usually calculated: 
separation rates, accession rates, and replacement rates... 


Each rate is calculated as the number of separations, ac- 
cessions, or replacements per hundred employees in the 
work force during a month or year... 


Thus, to determine the Separation Rate for the Industrial 
Department, the following calculation was used: the total 
separations (362) were divided by the average work force 

during the year (taken at 1700). This was multiplied by 

106 to give 21.3. To get this figure on a gross monthly 

basis, divide by 12, resulting ina figure of 1.7/7. 


The Separation Rate was chosen so that a comparison to 
published figures for representative industries' separation 
rates could be made. 


<Jifonthly Labor Review, Vol. 76, Nos. 5-12, and Vol. 77, 
Mos. 1 and 2; Tatle’B and Bed. 





aration rates seen good, indeed. 

An influence on the separation figures listed above was 
a forced cut ai NOPI's station personnel ceiling, which 
necessitated’a reduction in station's working force of* 125 
employees during 1953. This cut in personnel allowance was 
caused by budgetary considerations due to reduced Congres- 
feemel Appropriations, and is a situation which sometimes 
fluctuates widely between rehiring, during a state of 
National Emergency, and reduction in force during periods of 
Meeoer needs. This in itself is a cause for fluctuations in 
efficiency of any governmental agency, since the employees 
with the least Civil Service retention standing are the first 
to be involunterily separated.°° Sometimes this takes 
junior key people from an organization; at all events, it 
causes a reshuffling of people to different jobs as a pro- 
cedure similar to "buuping" in unions is employed to deter- 
mine who remains and who leaves. This causes the orgeniza- 
tion tc have reorientation. problems and retraining require- 
ments, and breaks up the smocthness of operation until these 
have levelled off. Cftentimes the work lo2d of an ectivity 
remains high for a period when a reduction in force is called 
Mere but, according to NCPI procedures, the transitions are 
made as smoothly as possible, and, by careful manarement 


planning , as efficiently as possible. 


P°NCPI, op. cit., 170. 








mucstion Number i/. For the most part, my fellow work- 
ers 1n my group are 


1% O. No answer 


ro 82% 1. Very friendly and help- a (32%) 
ete 
16% 2. Fairly friendly and help- 15% 
ful 
0.9% 3. Indifferent to me 1g 


The answers to this question reflect the subjective 
judgement one makes upon observing the people at NOPI; nemely, 
that the employees in general like and respect one another 
and are proud of their fellow workers. That this is espe- 
cially true of NOCPI can ve seen by comparing results with 


the Western Electric survey: 


1. Very friendly 19% 
2. Cooperative 2 
3. Wed right 10% 


yu. Indifferent to me 1% 
5. Unfriendly to me O% 


Once again the results show 2 higher indication at NOPI than 
at Western Electric. It would appear that NOPI is very for- 
tunate in having extremely good inter-employee relations, for 
all employees in all Departments responded very closely to 
the averages shown. 

If one should ask whether this favoratle attitude toward 
fellow employees can be considered significant, the follow- 
jae should indicate that it is: 


---Most people want to work with people who like them and 
With people whom they like. Where there is cohesion be- 
tween employees and where the employees see the goals of 
the company and their own goals in the same light, pro- 
ductivity can be increased.31 , 


pl 


@ 


Lawshe, op. cit., p. 335. 








Question Number 18. When you are first given an assign- 





ment, how much information and help does your supervisor give 


you? 
2% O. No answer 5% 
24 1. I never get what I need 1% 
8% 2. I seldom get what I need 8% 
+ 60% 3. I usually get what I need 60% (59%) 
28% 4. I always get what I need 28% 


No comparative results are available on this question. 
It can be eonencence as setting a norm for the Ordnance 
Plant at the time this study was conducted, and any future 
appraisals of worker opinion can be related to it. In this 
question's replies, it is interesting to note that the Per 
Diem and Per Annum percentages are nearly identical in each 
choice. It appears that supervisors are alert and helpful 
on the whole; however, with ten per cent seldom or never 
getting the information and help they need, there is still 
room for considerable improvement. Of some interest is the 
fact that 100% of the Research and Test Per Diem employees 
answered that they “usually" or "always" got the information 
and.help they needed. Although the other Departments were 
not far behind, the next closest, Industrial, had only 9<% 
in these two categories. The Per Annums in each Department 
totalled very closely to the total Per Annum average re- 
Sults given. Groups reporting we hignest response to 


"never get what I need" were Quality Per Diem with 5%, and 


Industrial Per Annum with 3%, 





A write-in space for couments was provided on this 
question. Some of the submitted remarks are listed for 
information. Since only a few questionnaires, relative 
to the survey population, listed the varioug different 
remarks, their significance is not considered as reflecting 
any assessable or general trends. Therefore, a detailed 
discussion of each comnent is not considered worthwhile. 
Still, a listing of the write-ins, followed, in paren- 
theses, by the number of questionnaires submitting the 
general comment, may be of value in helping NOrI manage- 
ment to improve the overall area of supervision in the 


Plant. 


1. More help and guiddance need for inexperienced 
personnel. (2) 

Must seek some information in other departments. 
i) 

Must ask for the inforimtion. (10) 

Supervisor is not specific enough. (6) 

Poorly explained by supervisor. (4) 

Supervisor doesn't have the information either. 
(8) 

feenave to dig it out for myself. (3) 

Supervisors good for information and help. (2) 


On MO a) 
e 


Question Number 19. Are you satisfied with the credit 


you receive from your supervisor when you do a good job? 


2% O. No answer 2% 
% 25% 1. Entirely satisfied 22% (34%) 
32% 2. Quite satisfied 39% 
26% 3. Oniy fairly satisfied 24% 
15% 4. Not at all satisfied. 12% 


These responses indicate that much improvement in the 


administering of verbal credit by supervisors to employees 








is desirable. Two separate authorities have this to 
say: 


~. »« » People want to do those things which are re- 
warding to them and inhibit those things which bring 
punishment in their wake. Furthermore People feel 
pleasure in the anticipation of reward, and they feel 
anxiety and insecurity in the anticipation of punish- 
ment. It is amazing to what extent these facts are 
forgotten in the administrative practices of many 
business managers. Most work situations are devoid 
of rewards of any kind. Many are actually punishing. 
Small wonder that employees in such situations develop 
feelings of anxiety and lee aa Which directly. in- 
fluence their work efforts :92 


and: 


Meeeoct not realized by many... iis that it is en- 
tirely possible for an employee to become lost und 
buried in a large industrial plant, even while he is 
doing his job well... ‘fhe general principle that we 
emphasize here is that praise and rewards are in many 
(if not most) cases more potent than reproof as a mo- 
tivating fuctor and will almost always have a better 
effect on employee morale. Supervisors will do well 
mov Only to know this, buv to use it in their day-b;y- 
day operations with their men.9% 


Of the many supervisors contacted and interviewed during 
this NOFI study, nearly all exemplified good human rela- 
tions Knowledge of the importance of giving credit where 
due, and emphasized the value of the spoken word of praise 
for jobs well done. Since, due to the magnitude of the 

6 


Srucy, time prevented interviewing all levels of super- 


Wemetonm, mostly high-level peosle were representitive of 


= 





923, B. Gardner and D. G. Noore, Human Relations in 
Industry, Rev. Ed., (Cnicago: Richard D. Irwin, Inc., 
1950), p. 350. 





SSmaffin, op. cit., pp. 483-84. 





those tailed with. It is believed by the writer that an 
awareness of the importance of credit siven promptly where 
Meeecomould be striven for in training first-line end interes 
memeebate supervision levels. This should sradually help 
OVercome this e:mloyee lank of satisfaction as to credit 


uc. 


Pee@eived when they delieve it | 


‘t 


Department-wisr, it was noted that Per Diem ennloyees 
Meee tea 547% on “entirely” and "quite" satisfied in “the 
fst rial Department, 75% in nginecrins, 72% in Research 
meeeerest, and 61% in Quality. per Annum totals for these 
GWo responses was: Industrial, 56%; Engineerinr, 59%; 
Mesearcn and Test, 75%; and Quality, 63%. It would there- 
fore appear that Research and Test sunervisors are more 
generous in dispensing credit when due, in general, than 
are the other Deoartmental sunervisors. 


euestion Number 20. In regard to his tecmical know- 





how, I believe my immediate supervisor is 


1% 0. No answer 0.9% 
% 35% 1. Highly capable 54% (34%) 
25% 2. Quite capable 529 
18% 3. Good enough for his job 15% 
18% 4. Lacking in some necessury respects 15% 
% §. Wot qualified for his job ou 


Mees Question was based on another listed in the Wes- 
Pemaemiectric study, but was broxen down finer to deter- 
fmmemit any difference in reply would result between em- 
Mmeeee tnousht concerning technical ability, and human re= 
lations and muinpower=management ability in tneir super- 


vision. (This latter area will be discussed in question 





21.) The Western Electric question was phrased, "I be- 
lieve that my immediate supervisor is ...", and the re- 


epense results to this question follow: 


1. Highly capable 20% 
<.- Quite capable 31% 
3. Good enough for his job 13% 
4. Lacking in some necessary traits 274, 
Se Meueouawittied for his job 7% 


The above results may be compared by the reader; arain, 
an evident better situation results at NOpI. However, in 
Seeer to be impartial, the reader should also compare the 
results occurring in the next question to the Western Flec-~ 
tric results above. 

Planty, McCord and Efferson state: 


The general function of the supervisor is to promote the 
integration of workers, machines, materials, and time, 

so that a given job can be accomplished efficiently and 
Meemomically .. . In one torm of production, as in all 
others, the supervisor is the person who must coordinate 
physical materials and intangible forces to get the job 
meme On time and according to specifications ... 
Meeperform . . . successfully a supervisor must have a 
tnorougn understanding of the job he is expected to do. 
He must have an adequate knowledge of metnods, materials, 
and machines. He must see clearly the relationship be- 
Pewee his unit and the orsanization as a whole. Above 
all, he must have an understanding of the peoovle with 
maom Ne is working, and the ability to enlist their full 
and willing efforts in the accomplishment of the job to 
be done. 

A large part of our current supervisor training is based 
on the assumption that technical or mechanical skill in 
mageeei ven occupation is the first requisite for successful 
suvervision. Yet experience has demonstrated time 

and time again that no amount of overating skill, of engi- 
meerinz or business administration background, can alone 
insure a man's success as a Supervisor. However skilled 
aman may be in a craft, trade, or profession, he will 
fail in supervision if he does not have the ability to 
mmmmeoLhner peonle to perform work for him, and verform it 





willingly. In every case, the supervisors principal 
function is human leadership.»4 


For the purposes of this study, despite a showing which 
is better than that resulting from the "Inside Western 
Electric" survey, the NOPI response would indicate that 
much room for inprovement is present and that a marked 
improvement would be desirable. With a total of 39% of 
Per Diem employees and 34% of Per Annun employees indica- 
ting their supervisors! technical know-how was only such 
tise t es "good enough for his job" or worse, additional 
supervisory technical training seems indicated. Since a 
large and rather complete technical library is maintained 
at NOPI, perhaps more use could be made of it by super- 
visors. Perhaps more formal instruction in classroom ses- 
sions would be helpful. In this regard, NOPI conducts, 
among several other programs, a Supervisory Development 
Meeeing program. Presently enrolled are forty-seven 
people, and the course is to be expanded in the near 
future. This instruction is given to groups of supervi- 
sors at about the same organizational level, and consists 
of a one-hour session once a week. However, due to the 
general diversity of technical areas at the Ordnance 
Pee, ULLlization of this program for technical training 


would probably be less effective in aiding the individual 


O4n, G. Piemeyee @. of mceCcord, and C. A. Efferson, 
Training Employees and Managers (New York: The Ronald 
Press Company, J948), pp. 0-71, 





supervisors to increase their technical comnetence than 
would self-study and informal help from other more quali- 
fied suvervisors within his jes aneca. Thussesossibly asc 
result of tnis study's findings, it is suggested that NOPI 
management inform its supervisors that the people under them 
feel that they are not technically as well qualified as they 
Should be, and encourage individual eee to rectify this 
@e@mdi tion. 

Comparing the results of this question on a Devoartmental 
basis gave the following break-dom: 


Total Percentage Responses to Choices 


, _ ome igtod. © 
Per Even Per Annum 
Industrial 21% 21% 
Engineering 20% 20% 
Research and Test 22% 9% 
Quality 20% 18% 


Only in the Per Annum group in Research and Test was there 
an appreciable difference in the total response to these 
choices, a more favorable resvonse than in any of the other 
groups. Still, even 9% is high, while the general figure 
on Boout 20% for the other groups is excessive. 

Question Number 21. In regard to his ability to hanile 
and get the most out of nis work group, I believe my im- 


mediate suvervisor is 


1% 0. No answer 1% 
54 1. Not qualified for his job S% 
23% 2. Lacking in some necessary 
respects 25% 
18% 3. Good enough for his job 18% 
25% 4. Quite capable 30% (27%) 
a 2768S. Highly capable 21% 





These results are very Similar to those obtained in the 
Western Electric study enumerated in the preceding question's 
discussion. In both the Per Annum and Per Diem grouns, a 
need for much review of suvervisory practices and remedial 
action by NOPI management is indicated in order to bring 
employee opinion to a higher favorable level. It would 
appear that NOPI supervision is more "production-tentered" 
than "employee-centered". Lawshe explains these terms and 
emphasizes that in at least one study of office workers ,9?° 
productivity varied according to the desire to do the job, 
which was encouraged more by employee-centered supervisors 
than by those who were production minded. As he states it: 

meee. Lt appears that the extent to which Supervisors 

» are employee-centered is associated with how well they _ 

“ are liked. In other words, the human and humane super- 
visor who has respect for his employees is better liked 
than the one who is eternally "pushing" for production, 
regardless of human welfare. Taking productivity into 
Mecount, the office study .. . clearly demonstrated that 
emoloyee-centered supervisors get higher production from 
their employees than do production-centered supervisors .%© 

Since no practical measure of productivity was available 
for all groups of employees surveyed at NCPI, the effect 
of the response of the employee opinion toward suvervision 
as it affects productivity cannot be assessed here. Suf- 


imeeemcto say, indications are that employees are not as 


well satisfied as regards supervisor ability to handle and 


oOReported in Human Relations Series 1, Revort 1 (#mn 
Proory Michigan: University of hichigan, 1948). 


S6Lawshe, Op. cit., p. 554. 





get the most out of the work groups that would seem pos- 
sible. In this area, the Supervisory Development training 
program would appear to be an excellent medium for im- 
provins supervisor skills in handling people. In view of 
the fact that the levels of employee opinion expressed on 
this question are so much lower, eee G@tner com 
Merrsons with similar Western Electric opinions, than any 
of the others evaluated thus far, it would seem that this 
area of supervision needs considerably more emphasis than 
it has received to date. 

All Departments, in botn Per Annum and Per Die; groups, 
indicate this need nearly Sadan with responses very 
“close to the averages presented above. 

In order to compare unfavorable response on this ques- 
tion as to that presented at the end of question 20, the 
total responses by Departments for choices one and two are 
presented below: 


Total percentage Responses to Choices 


jal = 
rer Diem Per Annum 
Industrial 29% 32% 
Engineering 22% yey : 
Research and Test 28% 25% 
quality 26% 24% 


It can be seen from the above that employees in both per- 
sonnel groups in all Departments are more unfavorable in 
their responses to the human relations and leadership abil- 
ities of their supervisors than to their technical abilities. 
Although the degree of unfavorability isn't too much greater, 


the trend expressed is. 





Question Number 22. Usually, when I discuss a grievane 


with my supervisor 


14% O. No answer 8% 
3¢ 48% 1. It is settled in a fair man- 
' ner by him ae (48%) 


9% 2. He passes it up the line where 
24-135 weually settled in a 
fair manner 12% 
1% 3. He passes it up the line, but 
if is seldom settled to my 
satisfaction 6% 
8% 4. He tries to help me but he is 
helpless to correct the 
situation 13% 
6% -5. He ignores the comolaint or 
— at least does nothing about it 5% 
7% 6. He settles it his way, but not 
in a fair manner 3% 
Undoubtedly, the large percentages indicated for "no 
answer" are due to the fact that the questionnaire pro- 
Vided no choice to the effect that the employee had had no 
grievance. A considerable number of employees in all De- 
partments wrote this statement in on the comment space 
provided for this question. It is interesting to compare 
this range of percentage response with the official record 
of grievances reaching the second or higher stage at NOPI. 
The Employee Relations Division Head stated that during all 
Peo, only six grievances went to the second or higher 
Brees. in 1954, to and including March S5lst, only two 
grievances had been presented to the second stage of the 
‘procedure. 


The grievance procedure for Navy employees is prescribed 


by NCPI go°" Four stages in the presentation of grievances 


STNCPI, op. cit. 





for solution are provided for. Policy dictates that these 
Steps be made Known to every enuployee ani that the Griev- 
ance Procedure Chart shall be vosted conspicuously at all 
activities. The first stage is for the individual to 
present his grievance to his imnediate suoervisor, at 
which level a large majority of grievances should be set- 
tled. If a settlement is not:reached, the grievance may 
be taken to the employee's shop master, senior civilian 
supervisor, or division director. Both the employee and 
the division director have full recourse to the Industrial 
Piste ons Department for help in check ing references, de- 
termining procedure for the hearing, and so on. At the 
hearing, witnesses may be called and the employee has the 
Bull right to present his side of the case. A record of 
the hearing shall be maintained. The employee shall be 
informed of all factors vertaining to management's position 
in the case, and shall have the right to reply thereto. 
The employee will be informed of the division director's 
decision on the case at this level, in writing, which 
either sustains the employee's appeal or the first step 
Supervisor's decision. If the matter still hasn't been 
settled to the employee's satisfaction, he may appeal for 
a decision by the Commanding Officer, which is the third 
step procedure. At this level, a Grievance Advisory Com- 
mittee is convened to study the case thoroughly, and pre- 


sents its recommendations arrived at as a result of study 





of the records of previous hearings, information gained 
during a hearing it conducts, and any further examination 
of witnesses, to the Commanding Officer, together with any 
minority revorts, for his decision. If the employee still 
isn't satisfied with the decision, he may take the griev- 
ance to the fourth stage, by appeal to the Under Secretary 
of the Navy via the Cominanding Officer. All papers in the 
case are forwarded, and the Under Secragary of the Navy 
renders the final decision on the grievance, terminating 
the levels to which a grievance may be taken. 

In view of the employee responses to the question, and 
in view of the extremely small number of grievances reach- 
ing the second stage of the procedure, it would appear 
that employees seldom bother to initiate an appeal to the 
second stage, even though not wholly satisfied with the 
decision rendered by their immediate supervisors. Whether 
this is due to fear of reprisal by the supervisor, or just 
sheer inertia and wariness against prevaring the necessary 
written and/or oral presentation is not known by the writer. 
However, this seems to be a case in point where the policy 
as written and the practice as carried out do not seem to 
be in full accord. Nevertheless, thiS area seems to vre- 
sent quite different recorded facts from tabulated opinion. 
Since all Departments and both Per Annum and Per Diem em- 
ployee groups give reasonably similar responses, this con- 


dition is not related to any one group or to any one De- 





partment, but seems to be Plant-wide. A Departmental com- 
parison of responses to choices one, five, and six will be 
shown below: 


Percentage Responses to Choices 


cl 5 6 
Diem Annum Diem Annum Diem Annum 
Industrial 47% 46% 6% 94 1% 5% 
Engineering Se, 47%, 5% Se B% 3% 
Research and Test 78% 62% O% We 0%, 1% 
Quality S54 60% 9% as 6% 4%, 


In the above, we note that Research and Test Supervisors in 
both Per Diem and Per Annum groups seem to satisfy their em- 
ployees by settling grievances satisfactorily more often 
than do those in any other Department. Also noted is the 
fact that in this same Department fewer employees wrote in 
unfavorable responses, as evidencec by choices five and six. 
The expressions by the employees may reflect "gripes" 
Over which the supervisors and NOriIl management has no con- 
trol, such us salary ranges under Civil Service. They may 
reflect Bee setonc or ideas for change that are not proper- 
ly part of the grievance procedure. Still, especially 
after noting some of the write-ins, -it does appear that 
Meeeou Line supervision tends to block or ignore considerablé 
grievances. Here again is an area where greater employee 
familiarization with regulations and procedures, »lus 
Supervisory training in the field of handling grievances, 
would seem worthwhile. The role-playing technique might 
be utilized in the. supervisory training program, so that 


some of the foremen and branch heads cun help visualize 


the employee's point of view at closer range. The response 
to this question may be an indicator of why NOPI employees 
answered the preceding question as relatively unfavorable 
as they did. 

There follows a sampling of the range and type of write 
ins submitted for Puree emaeKt Lone The number in parentheses 
following the comment indicates the number of questionnaires 
containing the statement. Again, the number on any one 
comment (except the "IJ have no grievance" one) is small, 
but the ideas expressed should help NOPI Management to 
focus on potential weak or troublesome areas and thereby 
help increase over-all employee satisfaction and reduce 
frustration and anxiety in a significant number of Ordnance 


Plant employees. 


1. Overtime not handed out fairly. (1) 
©. My supervisor loses his temper and becomes quite 
belligerent when confronted by a grievance. (1) 
3. She does anything to get out of work. (1) 
4. if you don't cater to him, he doesn't do anything 
for you. (2) 

5. Always get same answer: ‘If youre not satisfied, 
mame outs your time card’, (1) 

. Lots of fear of reprisal. (3) 

. Blames anything on Company policy. (1) 

. His hands are tied because of outside friendships 
with higher supervision. (1) 

™ @oo much politics. (1) 

Avoids question about raise due fear of his boss, 

so forgets it. (1) 

11. There isn't any fairness exercised where Negroes 

are concerned. (<). 

12. Hostile and arbitrary attitude at higher levels. (1) 

13. He is the best I have worked for in my 30 years. (1) 

14. He is one of the finest, most fair of super- 

visors. (3) 
ie. Waste of time to talk to him. (1) 
16, Unduly long waiting period to settle probleus. (1) 


17. Monthly grievance sessions in Inspection have 
been discontinued and I feel they should be 
iMmmerfcet. (1 ). 

18. My supervisor is the type we need here. (6) 

19. He has the reputation for being too suspicious 
and distrustful in this regard. (1) 

20. I have had no grievance. (106) 


From the above, one can see that a very wide range of 
thought is expressed, although some of it is highly favor- 
able. Still, though isolated in most cases, the trend of 
write~ins suggests that first-line suoervisors in all De- 
mer~pnents, at least in some cuses tend to block or disre- 
gard the intent and policy on grievances laid down by 


NCPI. In this sane regurd, the Industrial Relations Hand- 


book has this to say: 


» . - Bitployees are quick to sense the truth when a 
foreman forms the habit of attempting to squelch griev- 
ances. It maxes little difference which method he em- 
ploys. He can joke and laugh and tease the men out of 
their grievances .. . Or he can adoot a stern, un- 
bending attitude toward grievances and tell his men and 
women that they ought not to complain, that he will "see 
Meout it, or bring it up at a future meeting, or that 
what they ask is impossible. In either case, the result 
is the same. The grievance procedure is useless. 

. . if the management will make it clear to every fore- 
man that grievances are to be treated seriously, foremen 
Will not attempt to squelch them. Foreinen must be 
taught to anticipate and to expect a certain number of 
grievances and to settle them fairly and promptly. More 
men that, they must be taught that grievances are not 
necessarily a reflection upon the foreman's ability or 
fs Skill in handling men. To put it nlainly, do not 
allow a grievance procedure to put the forsman "on the 
spot". Do not let foremen feel that too many grievances 
wili result in a black mark against them, for if they do 
feel this =X they will find a method of squelching 


grievances. 


ob. 


“&Industrial BPolateons Handbook, op. cit., p. 179. 





Question Number <5. Do you think that your supervisor 
tries to be fair and impartial to each employee (for example, 
in assigning work, granting requests, gettinz each to do his 


Pmare, etc.)? 


2% O. No answer 25 
22% 1. Sometimes 13% 
45% 2, Usually 43% (442%) 
% 31% 3. Always 42% 


Again, this response would seem to ind¥cate that super- 
visory leadership could stand considerable iriprovement. 
In this question, a rather large difference is exhibited 
between Per Diem and Per Annum responses to choices one and 
three, with the Per Annum supervisors being more highly 
rated by their employees. The industrial Department seems 
to be lowest in a finer break-down comparison among the 


four Departments: 


Department Question Choice Response 
L 2 
Diem Annum Diem Annum Diem Annum 
Industrial 22% 19% 46% 48% 30% 29% 
Engineer ing 12% 13% 52% 423 35% 43% 
Research and Test 6% Th 56% 38% 39% 55% 
Quality 26, 1 33% 41% 40% 48% 


The results of this question, general as they are, in- 
dicate no specific levels of supervision where management 
action could be taken; however, it is submitted that the 
mere awareness on the parts of supervisors that they are 
considered less fair and impartial than they could and 
should be, might help improve the situation by causing re- 
flective thinking and conscientious striving for improve- 


ment. One possible reason for this employee feeling that 


Some Supervisors are considerably less than fair and im- 
partial may be that a considerable number of end-of- 
questionnaire write-ins mentioned the presence of various 
kinds of cliques. This factor will be discussed at 
greater length when the terminal comments are analyzed and 
discussed. 

Question Number 24. How-often does your supervisor 


discuss your job performance with your. 


3% 0. No answer — 4%, 
18% 1. Only when something goes 
wrong 13% 
14% 2. Once a year 19% 
7% 3. At least every six months 5% 
23% 4. Seldom or never 22% 
= 6% 5S. Often enough, but not on 
a regular schedule 36% (36%) 


Two of these ressonse Choices reflect adversely on NOPI 
from both a human relations standpoint and from the stand- 
Meme OL poor compliance with instructions as set forth in 
Section 130 of NCPI. These two are "Only when something 
goes wrong", and "seldom or never". With nearly one-fourth 
of NOPI employees seldom or never getting a knowledge of 
their results, a tendency occurs for them to sink into the 
meceot @ less than full effort complalsance, or possibly a 
"who cares" attitude toward their work. Lawshe says: 

Knowledge of r:sults may consequently become an incentive 
for increased effort and output. When suc: is the case 

a clear understanding of what is to be achieved in the 
job and in addition the constant satisfuction of knowing 


how far one has gone toward attaining a work goal will 
facilitate the trainee's progress toward that zoal.99 


OY 
iamoto, Ow. Cit., p. SY. 
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Titiim Tvuether states: 
The general principle of job training is that new em- 
ployees will improve very slowly -- if, indeed, they im- 
prove at all -- unless they are provided with systematic 
and accurate information on the quality of their work. 
Provision for furnishing new employees with definite 
knowledge of results should be an integral part of any 
training program.4 
On the other hand, appraising the employee of his re- 
sults only at a time when something goes wrong, and never 
giving him praise when due on a good job or for a usually 
Steady job performance that is taken for routine by the 
supervisor due to long association, is not conducive to 
good employee-supervisor relations. The beneficial effect 
of praise as a motivating agent has already been mentioned. 
Furthermore, NCPI states that proper performance re- 
quirements be made known to the employee and that the em- 
ployee be notified, currently and promptly, how he is doing 
in relation to those requirements. "Rating" the employee 
as to performance rating is required formally on an annual 
basis, and the employee is to be informed of his rating, 
while "appraising" an employee concerning his performance 
Should be done on a where and when desirable, continuing 
basis, usually orally and informally. 
It is therefore suggested that steps be taken to impress 
on line suvervisors th; necessity for frequent discussion 


of performance with the people working under them, especi- 


ally in regard to better than average performance. 





40 
Titi@m, Od. cit., p. 230. 


Interestingly enough, this same general recommendation was 
considered desirable on the basis of response to the Naval 
Ordnance Laboratory questionnaire, referred to several 
times previously. Evidently, there are certain areas in 
both employment situations which government employees, al- 
though separated geographically, react to similarly. 

The Departments, when intercompared on resvonses to 
question choices one and four show results as follows: 


Response Choice Number 
1 


4 
Diem Annun Diem Annum 
Industrial 20% 23% 22% pay 
Engineering 5% 8% 20% 27% 
Research and Test 0% ° 16% 39% 26% 
Quality 11% 18% 23% 12% 


It appears that all Departments need improvement in ver- 
formance appraisal communication, with Industrial especi- 
ally high on the list of pagent ine its employees with 
negative information, and Research and Test and Engineering 
not discussing performance often enough. 


Question Number 2o. Do you feel free to approach and 


talk to your immediate suvervisor about your promotion 


vossibilities? 

4% 0. No answer 3% 

49% 1. I always feel free to talk 
this over 52% (50%) 

20% 2. I usually feel free to talk 
this over ' 23% 

16% 3%. LIusually hesitate to talk 
this over 13% 


11% 4. I never feel free to talk 
this over 9% 


It appears that the Per Annum employees feel freer to 
talk over promotional possibilities than do the Per Diem 
workers, but both groups responded to the choices ina very 
Similar manner. About one-fourth of both groups are hesi- 
tant or rather airaid to approach and talk over this sub- 
ject with their supervisors. Possibly this is due to a 
Natural feeling of inferiority or perhaps it is because 
the supervisor has indicated that he doesn't want to dis- 
cuss it with the people in his group. No very large dif- 
ferences were apparent among the Departments on this ques- 
tion. Here again is a question which seems to point up 
the need for more human relationstraining for supervisors; 
other than this broad statement, the writer can make no 
recommendations, Again, this question's responses can form 
a basis for further NOPI study to detect improvement or 
other modification in employee opinion, 

An inter-Depurtmental comparison on the basis of re- 
Sponse to choices three and four follows: 


Percentege of Responses for Choice 


3 & 
Diem Annum Diem Annum 
Industrial 17% Ley 11% 15% 
Engineering 15% 157, 5% 7%, 
Research and Test 6% 15% 17g 65 
Quality °- 17% 10% van 9% 
Question Number 26. NOPI as a place to work, compared 


to other activities or companies that I know about or have 


worked for, is 


No answer 2% 


OJey O. 

5 1. Just average 10% 
33% 2. Better than average 38% 
61% 3. One of the very best 50% (58%) ~ 


On the sample ballot given to test the final NOPI 
questionnaire, a choice was provided for "worse than 
average"; since no one in the sample checked that category, 
it was deleted from the final OPINION form. 

Per Diem employees seem to feel that NOPI is a better 
place in which to work than do the Per Annum group, but 
both rate it highly. Evidently, their job satisfaction, 
workings conditions and environnent, and feelings toward 
fellow employees overshadows both group's feelings 
toward supervision enough to cause them to be highly 
favorable toward NOPI. This general feeling was obtained 
trom the NOL employees in the Naval Crdnance Laboratory 
Survey, too, again showing a vnarallelism between the two 
establishments. The exact figures from the NOL survey are 
not available, unfortunately, for ea finer comparison. An 
inter-Departmental comparison Showed that both groups in 
Research and Test and the Per Annum Engineering group rated 
NOPI lowest, while Engineering Per Diens and quality Per 
Annums rated NGPI highest. By Departments, the breakdown 
was as follows: 


Percentages of Response to Choice 


ik 2 S 
Diem Annum Diem Annum Diem Annun 
Industrial 5% 82 S32 32% 6L% Same 
Engineering 2 14% 32% 424 68°, "eZ 


Research and Test 17% 103 39% 494 44% 38% 
Quality 4% We See 262 63% 73% 


As another criterion, we can compare a similar question 
from the "Inside Western Electric" survey results to those 


obtained at NOPI: 


1. Ope of the very best 8% | 
2, Better than average 358% 1 
5. dust average 41% 
4, Worse than average 7% 
5. One of the worst Qt 


This comparison shows a truly remarkable cifference be-~ 
tween NOPI and Western Electric. Still, at NOPI, 10% of 
its employees feel that it is "just average", and that 
represents room for improvement. The writer can offer no 
Suggestions here that have not already been made. 

Question Number 27. Do you feel that the management of 
NOPI, down to and including your immediate supervisor, 
delegates enough responsibility and authority to get the 


best results from its employees? 


3% OO. No answer 4% 

Bt a ee aes 44% (49%) 
20% 2. ‘No 30% 
24% 3. Don't know 23% 


The individual Department responses to choices one and 
two of this question are listed below: 


Question Response Number 
1 


2 
Diem Annum Diem Annum 
Industrial 51% 50% 21% 22% 
Engineering 52% 34% 20% 37% 
Research and test 56% 46% 11% 26% 
Guality 53% 59% 21% 26% 


It can be seen that the Per Diem groups in all Depart- 
ments felt similarly as to both "yes" and "no" responses, 


exceot that Research and Teast was slightly above thé 


average in the afflir.a.tive and slishtly below average in 
the negative reosponsés. In the Per Annum groups, Engineer-= 
ing was considerably above in the "no", while Quality came 
out with the highest "yes" percentage. How much of the 
"halo effect", or as it might better be called here, a 
"devil's horns effect", of the Kngineerins Department re- 
organization on the results of this question is impossible 
to assess but it probably contributed to the low relative 
relationshio. 

Over-all, it appeurs that emvloyees feel that consider- 
ably Mel aubiority and responsibility could be delegated 
than is being done at the present time. <A comment space 
was provided on this question, and a tabulution of a repre- 
sentative sample of these write-ins will be presented be- 
low, giving some clues to the reasons why the response was 
as, tabulated. 

In regard to respunsibility and authority, Lansburgh 
Mea Spriegél state: 

To place fixed responsibility accurately eliminates ver- 
Meena) Saps or overlaps of responsibility along the lines 
of supervision which have been laid down. The more 
responsibility that can be definitely given 

to subordinate executives, the easier it will be to de- 
Memon Substitutes tor each executive. The more respon= 
sibility for co-operation with other members of the or- 
ganization is mide definitely a portion of the respon- 
sibility assigned to the individual member of an organi- 


zation, the easier it will be to co-ordinate operation 
Of the various phases of the business. 


——sa 





i. H. Lansburgh and W. R. Spriegel, Industrial Manage- 
ment, 3rd Ed., 9th Printing,(New York: John Wiley & Sons, 
fme., lvy46), p. 605. 





They further state; 


The fact thut men are accustomed to stand on their own 
feet, operating of course within certain well-established 
practices develops a group of minor executives who sre 
capable of meeting unusual situations and emergencies. 
This encourages the full utilization of the sound prin- 
ciple, that decisions should be made at the lowest level 
within the organization where the facts are available 
and campetence exists to decide.42 ae: 





The writer believes that a careful analysis by super- 
visors concerning the personalities and abilities of the 
peodle in their work groups, plus a searching examination 
of items inthely work load that could perhaps be delegated 
to subordinates would have a very desirable, long-range 
effect at NOrI. It would serve to help develop subordinates 
and would further save the supervisor's time for matters 
requiring his personal attention, effecting a more desirable 
Seestribution of work loads for subordinates and supervisors 
feece, Of course, tne respons ibility of the supervisor 
for the actions of his subordinates oer so care- 
ful training and a gradual program leading up to the de- 
Perea result is required.*° One indicator which might be 
considered as a danger Signal that a sunervisor is not 
delegating enough work and therefore not Keeping well 
enough informed on over-all matters is the too frequent 


Seeeement, "TI haven't got time... .". 


42 
fibid., p. 109. 


45, orief and pertinent article on this subject, "Train 
tem to Delegate Responsibility", by Lester F. Zerfoss, ap- 
peared in Factory llanagement and Maintenance, Sept., 1YSon 


eeeecoOc 6t. seq. 
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Following is a listing of suimple write-ins on ywuestion 


et; 


with the number of questionnaires listing the same or 


Nearly-same comment indicated following the statement and 


enclosed in parentheses: 


Lines of authority ani responsibility not clear 
enough. (3) 

Overlapping responsibilities cause confusion in 

management. (2) 

My supervisor does; his does not. (1) 

Do not use it in proper manner to get best re- 
sults from employees. (3) 

Yes, wnen not hampered by Navy or Civil Service 
rules. (1) 

Everything must go throug zh Top Management. (on 

Toomuch red tape. (5) 

Not enough uniformity in orders und iaStruct lors 

among Departments. (6) 

Too many bosses. (1) 

Too much buck passing. (4) 

Very little technical help given. (2) 

Absolutely not! (3) 

Responsibility yes; authority no. (5) 

Most trouble here is from Branch Head down; top 

management does a pretty good job. (1) 

Lack of know-how in top supervision. (3) 


Again, these comments reflect only a wery small number 


of questionnaires, compared to the survey population: how- 


ever, their trends may be significant and indicate possible 


areas for management's attention and correction. ; 


é 


Question Number <8. When I run into a difficult problem 


on my job 


ut 


2% 0. No answer 5% 
814 1. I Know how far I'm supposed to go 
before asking my supervisor for 


help. 72%( 78%) 
oe 2. O@@asionally I find I do not ask 
my supervisor for help soon enough 6% 


10% 3. It isntt clear to me whether I 
should ask for help or go ahead on 
my own 16% 
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This question cannot be compared percentagewise to any 
other survey of opinion. It can be considered as setting 
a mark of measurement to wnich any later change in employee 
opinion can be compared. 

Day sememal, it can De said that, probably due to the 
nature of their work, Per Diem employees zenerally know 
how far to go and what to do a larger portion of thse time 
than do Per Annum people. A large majority of both groups 
feels competent to judge how far to go before requesting 
Supervisor assistance. It is considered only natural that 
a small percentage of people either waste time while trying 
to arrive at the solution to their particular problem be- 
fore consulting their supervisor, or are possibly engaged 
in such a line of work that the dividing line between soing 
ahead on their own and asking for supervisor help is very 
broad. However, it is mainly in the third response that 
possible significance attaches. The reasons for thea 
relatively large response in this category may be several. 
Among them may be the fact that the suvervisor iS auto- 
cratic rather than democratic, and a possible feeling of 
fear or anxiety prevents the worker from approaching him. 
Or, 1t may be that the worker isn't sufficiently trained 
to really know just how far’ to go ongiis owm. Or it may 
Be that the work is of such a nature that the supervisor 
doesn't know too much about the particular problem, either, 
So thut the employee feels he can accomolish as much on 


his own as by consulting with his supervisor. 
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At all events, regardless of the reason, a vossible 
remedy for the choice three group would be a dual program 
of continued training for both emyoloyéees und their super- 
wesors. 

As might be inferred from the nature of their work, the 
Research and Test Per Annum group's response to choice 
three was smaller (73%) than in any of the other three De- 
partments (18% each). The Per Diem resvonses for each De- 
partment were very Similar and close to the over-all average. 

Question Number 2). Are you given a chance to offer 
your ideas when decisions are to be made which fall within 


your job responsibility? 


3% 0. No answer Ty £29 
10% 1. Seldom or never 6% 
15% 2. Only occusionally 12% 
mo 50%. 6S. es, usually 51% (49%) 
21% 4. Yes, always 30% 


The over-all participation in .naking decisions seems to 
Bemauese high. This is considered a favorable response, 
in view of the numerous studies wnich have been conducted 
which showed a direct relationship between productivity of 
@ work group and the amount of Sarticipation engaged in by 
@@emork group in arriving at the decisions affectingit. 
As Lawshe puts it, in unpublished lecture notes at Purdue 
University, "There are certain areas of freedom in which 
emmeoyees can and should participate, such as in sharing 
Meeeti@acion, recognizing alternitives affectin:; the super- 


visor's decision, making recomnendations which can influence 


ae! 


the suvervisor's decision, and actually makine= decisions. 
Bach of these areas of freedom is sinaller than the one 
preceding it, especially the decision making area. A 
supervisor cannot, for exampie, abdicate his responsibility, 
WiOlate laws and rexsulations, and disregard confidences in 
letting his work group members varticipate. However, the 
jem of the supervisor is to ask himself, "Am I permitting 
meee nighnest level of participation in this particular 
Situation that I can on this area of freedom -- can I 

Meme tnis decision better alone, or wien the help of my 
subordinates?!" 

1t is suggested that this concept be discussed with 
supervisors in the Supervisory Develovment training program, 
and its implications tried out in practice to determine 
resuits. 

Depurtmentally, Industrial had the smallest combined 
memeentvazes for choices three und four for both Fer Diem 
and Per Annum employees, ooth being 69%, The Reseurch and 
Test Per Diem total was 94%, the highest of any group. 


Question Number 50. How do you feel about the advance- 


ment you have made at NOPI to the present time? 


3% O. No answer 4% 
54% every satisfied 25% (Same 
it 51% 2. Fairly satisfied 31% 
128 5. Neither satisfied nor dissatisfied 10% 
14% 4. Somewhat dissatisfied 21% 
6% 5. Very dissatisfied 7h 


Departmentally, the combined totals of responses four 


and five were as follows: 
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Per Dien Per anesium 
Inevetria | 20%6 27% 
Ungineering 2% ae 
Research and Test 6% 26% 
quality 19% 20% 


Here again iS seen the slight trend toward favorable 
ariswers from the qwuality Per annum group and the Research 
and Test Per Diem grouo. /hether due to intrinsic um- 
bitions, elucational background, or what not, the over-all 
Figures show that the Per Diem employees are slightly more 
favorable in their responses toward advancement made than 
are the Per Annum people. The figures show’th.it ambitiaa 
in both grouds tends to make the eniployees desire to ad- 
vance further than they lave in about one-third to one- 
fifth of the cases. Jobpromotion channels sare set forth 
and publicized. NCPI 60 sets forth the solicy and pro- 
cedures regarding promotions. Since Civil Servi come 
National in scope, one possible ee for a dissatisfied 
Pemeon to employ in attaining ua higher position is to take 
examinations and submit his application for a higher job 
maeemotner activity. The perpetual problem of not having 
Bijeugn ovenings in the organization so that everyone can 
Mewar chief’ is present at NCPI as it is everywhere. In a 
Se 1S 2 tribute to the Ivri "environment that so many 
people a:e dissatsified with their advancement te dite. 
This indicates a highly motivated, interested employee 
meouwp. On the other huny, where the needs of the individual 


to advance cannot be fulfilled, that individual may tend 
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to go elséwhere, either in sovernment sérvice or to private 
industry, thereby leaving a gap in the organization which 
must be filled. Andveven the "chiefs" may be’ unhappy be-= 
Cause they cannot be "heap big chiefs"! 

In short, the writer 1s not competent to suggest any 
Seeciiic remedies for this situation. So long as the 
available openings in the organization are filled according 
to law, regulation, and policy, and so long as this is done 
in a fair, unbiased manner, the greatest good to the largest 
number of employees will result. Although there will be 
much unhappiness and dissatisfaction on the part of a con- 
Siderable number of employees as to advancement made, this 
feeling need not overbalance the many other good factors 
in their working environment at NOPI. 

Comments submitted in the write-in space to this ques- 
tion showed a lot of feeling on this subject. Listed below 
are somme representative samples of those received, together 
with the number of questionnaires on which they were sub- 
mitted. As with a majority of comments submitted in this 
Survey, the individual number of similar comments here was 
small relative to the survey population; still, management 
would do well to analyze the range of responses and take 
indicated remedial action where feasible. 

1. Supervisors insist that money is not important -- 

that all engineers are missionaries! (1) 


2, Well pleased with every detail. (1) 
3. Exceptionally alert employees are penalized under 


Civil Service. (6) 
4. Woman feels not recognized at NOPI. (5) 
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Have been treated fair and saquure. (1) 
No advancement in 12 years. (1) 
@5-tcin zo no furthers (2) 
Have reuched top of my grade. Can go no further. 
(2) 
I am misclassified. (3) 
LO Held back due politics and favoritism. (12) 
ll. I was by-passed for suvervisor tho! examined and 
qualified. (vo) “ 
2 Dissatisfied that salary level seems to be below 
prayat@e. Industry. (2) 
15. Engineering reorganization will probably hurt 
{eh 1 eee) 
74. Was told not on job long enough for promotion al- 
thot I have 10 years compared to average of 3. (1) 
ite. My services are often used, but not peid for. (1) 
um]. Have seen others hired in for more money but with 
less experience. (2) 
is Wx-Cl'S ere given priority in some jobs that com- 
mand a greater rate of pay. (1) 
me ft youvearn it, you get it. (1) 
19. For the work done here, this slant should be the 
best ouid in the community. (1) 
20. Job technically fine; financially, damned poor. (2) 
21. I should do more brown-nosinz. (2) 
eee My chances are poor by not being 4 Lukas-Harold 
man. (1) 
fee Civil Service can't compete with private industry 
for top engineering talent. (2) 
24. Very little advinccment for Negroes regurdless of 
Capagwidties. (2) 
20. Plenty of praise, but no advancenient. (1) 
26. I have refused vromotion, due to age and health. 
(aly) 
27. Too much tine in grade. (4) 
23. No advancement in 9 years -- something is wrong. 


) 
From the above list, it can be seen that at least a few 
employees seriously believe that bius, favoritism, and 
prejudice enter into the NCPI promotional nicture. It 
would be well for manugement not to gloss over the impli- 


cations ayparent, but to investigate and remedy situutions 


+ 
"GS" refers to the General Schedule classification of 
Per Annum employees. GS-1 is the lowest level under the 
Schedule, while GS-15 is the highest level employed at NOPI. 


ded. 


where these morale-destroying elements are determined to 
ere Sei, 


Question Number 51. How do you feel about your chances 


for further advancement at NOPI? 


5% O. No answer 3% 

26% 1. I feel my chances are poor 304 
59% 2. There is some chance 42% (394 
29% 3. I feel my chances are POcdar c4 « 

4% 4, I like tne job I hive and do 


not care to advance further 2% 

Herein reflected is that more than one-fourth of all 
workers at NOFI do not feel they have much chance for Diggs 
motion. The general discussion under Question 39 aoplies 
here, but the write-in connents to this particular ques-, 
tion disclose the prevalence of a lurge nunber of people 
who feel that bias, prejudice, and favoritism are very 
strong factors in the NCitI employment situation as regards 
chances of advancement. In a Departmental breakdown, the 


response tv choice one wus as follows: 


Per Diem Per annum 
Industrial 27% 30% 
Eng ineer ing 10% Soy 
Research and fest 17% 29% 
Quality 25% 21, 


Again, it can be seen that Research and Test Per Diem 
emoloyees and quality Fer annum employees, by their rela- 
tively low percentage response to this question are more 
favorable than any othcr yroup, except the Per Diem En- 
gineering workers, who are the inmost favorable, Perhaps an 
analysis of supervisors in these areas will prove fruitful 
in determining ways und means to increase favorable em- 


ployee opinion in other locztions. 
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Of interest may be the fact that the Naval Ordnance 


Laboratory survey of employee opinion also brought forth a 


rather wide-spread feeling that favoritism played 
&@ part in selection for promotion. The following 
from the Comnander's report: "The survey further 


that there was a feeling that favoritism is being 


too great 
is quoted 
indicated 


exercised 


by some supervisors of the Laboratory and that the super- 


visors who played favorites were not considered worthy of 


the trust of their employees." 


A representative sample of employee write-ins on this 


question follows, again showing the number of persons sub- 


mitting the same or a Similar comment in parentheses fol- 


lowing the statement: 


im Promotion is too slow. (8) 

om Too sloW under Civil Service. ( 
™ Go ratimgs for help too low. (1 
= Favoritism. (16) 

5. Civil Service ceilings. (9) 

6. Toofew positions for women. (4) 
7. Not enough advancement for women. (5) 
8. Cannot get transferred. (2) 
ie 


2) 
) 


ieommucmepolLitics und Pegulations, not enough 


merit. (3) 
1O. I don't stand in with the higher-ups. (2) 
im. it's who you know that counts. (2) 


12. If woman, must be young and good looking to ad- 


vance. (1) 


13. Leadingman advances not filled from register. (1)49 


14. Wrong politics. (2) 

ion Wot in clique. (4) 

16. Wrong religion. (5) 

ie 1 don'te®ear the ring. (1) 

18. I am not a Mason or a Catholic. (1) 


19. The Personnel Department needs its mouth washed 


Cae tor fipbing., (1) 


Pin Positron is underpaid, but otherwise entirely to 


my liking. (1) 
The ungraded (Per Diem) workers! supervisory job titles 


run Snapper, Leadingman, Quarterman, Chief Quarterman, 


* Foreman, and Master from low to high. 


O4. 


The 


p Bs es: 


Unless suvyervisors Sturt to treat people as 

peOulemracmer than a race, not much chance. ee 

Ll féeaets 18s strictly up to .ne == the oppor- 

tities tere, (3) 

Promotion is cut and dried before an exam- 
inatiomerseeiven. (1) 

I try very hard -- I have never failed. (1) 

My chances are poor because my supervisor 

doesn't necessurily advance one by his work 

but by Yikes and dislikes. (1) 

l finde Bisheartening to work under the 

promise of a step increass in 1 year and then 

after working 6 months, have waiting time ex- 
tended to 738 weeks. (3) | 

Not enough emphasis on seniority in alvanca- 

ment. (1) 

My supervisor holds grudges even in and out 

of department. (1) 

1 feehmy chances are good. If there were no 

chance, IT wouid terininute my employment. (1) 

es better jobs are controlled by non-veterans. 
1) 

iecomeuemave enoizh glamor. (1) 

Rates are not available. My work is inostly on 

short run oilot models and cannot be shown on 

my job description. Under present regulations 

I can describe only the work I am doing at the 

time my Job Description is written. (1) 

Some people write a better job description than 

others, and therefore get a higher rating. (1)46 


above sampling of comments illustrates an employee 


feeling, although admittedly on a small scale, of favor- 


meeem, bias, and prejudice concerning their promotional 


Meeerollities. More will be said about tnis expression of 


Opinion on this general topic when the questionnaire-end 


write-ins are discussed. 


Question Number Je. Tne »lace where 1] do my work 


46 


2% 9. No answer 2% 
52% 1. Is well arranged and laid out for 
the work I do 46% (SOggm 
38% 2. Could be improved on somewhat 40% 
% . Is poorly arranged or crowded for 
what I have to do 12% 


Employees write their own , osition descriptions in 
accordance with recent directives. 


The answer considered significant in this question, 
other than to assess over-all employee Bare eeneee ion with 
his work place, was choice three. Departmentally, the Re- 
search and Test employees are by far the most srmiiiien’ of 
their work places, aS can be seen from the following break- 


down of the response to "poorly arranged or crowded": 


Per Diem Per Annum 
fmadustrial 9% 13% 
Engineering 10% 8% 
Research and Test 28% 29% 
Quality 1% 9% 


The Engineering and Quality Per Annum employees seem best 
satisfied, while the Quality Per Diems evidently are the 
most satisfied group of all as regards lay-out of working 
Space. Although no comment space was included under this 
question, a few were inserted anyway, stating that their 
dislike was based on the reason that their work space was 
"crowded" or "noisy". AS previously mentioned, a good 
many Research and Test employees work in the separately 
housed Laboratory building; this may well be a contributing 
factor to their general dissatisfaction with their work 
Place. Only one specific criticism of the Laboratory was 
written at the end of the questionnaire. It stated that 
the lack of windows in the lab made one feel that he was 
Wermeeine in a prison. It is probably due to the variation 
in orojects worked on and the general nature of research 
Sia. the Research and Test people are so much at variance 


in their opinion with the other Departments. 
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No specific remedy for this situation can be submitted 
Ey thio wreecr, ihe awarensss of the fact that it exisvs 
may help management to take some specific action to im- 
prove conditions, however. 

Question Number 55. IS your work interrupted by lack 


mmmaterials, tools, Supplies, or instructions? 


\ 


3% 0. No answer 4 
30, Be, Often 134 

Say) 2. Seldom 57% (55%) 
15% 3. Never 20% 


Ideally, there would be a 100% response to the "never' 
Ghoice. Actually, in any organization there are bound to 
Meee nOrvucOllings in scheduling, coordinating, procurinz 
Supplies and materials, and in passing information. How- 
ever, with no other criterion than subjective judgment of 
the responses given, the writer believes thut a vast in- 
Crease in oroductivity is possible by betterin: the con- 
Gitions iisvlied here. 

Below is listed a Deoartmentul comparison of responses 


moemeenoice one: 


Per Diem Per Annum 
Industrial 32% 15% 
@ngineering 508 2055 
Research and Test 22%, La 
Quality 16% 217, 


interestingly enough, the Industrial Department contains 
the best response of any Department for the Per Annum 
workers, yet the worst response for the Per Diem personnel. 
Peeewepartments indicate that there is a need for improves 
Mere in both grouns' work as regards freedom from time- 


consuming and production-cutting interruptions. 
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Comments written-in on this question include the fol- 


lowing, together with the number of submissions: 


i) Lacewomematerials or parts. (34) 

eo. Laclmommor Amoroper tools, (17) 

wee Lacwmwoumesipplies. (12) 

te Licieoweror poor clarity of, instructions. (9) 

o. Inefficient (or slow, or complexity of) supply 
system. (12 

fo. Lackweteplanning. (2) 

7. Unnecessary interruptions. (2) 

8. Dissemination of information from Bureau down 
not as good as it should and could be. (2) 

9. Bench too high -- feet off floor although on 
ledge -- causes strain. (2) (Both fomale 
workers ) mn a 


10. Need more space for handling required 
materials. (1) 

11. Methods are biggest bottleneck. (1) 

12. Many of our machines need repair. (1) 

15. Improver storage sometimes hampers location 
of parts. (1) 

14. Many times jobs are started without the 
necessary material needed to complete it. (1) 

15. Lack of coordination between departments. (1) 

16. Nearly 60% of my time is wasted searching for 
materials and supplies. (1) 

17. Our drill press has been in need of repairs 
for 2 years. (1) 

moe Time lost waiting on checking devices. (1) 

mee Cannot obtain aid to do routine Work. (1) 
(This from a supervisor, incidentally. ) 

20. Shortage of lathe accessory equipment. (1) 

21. ‘Too much red tape -- using a giant system to 
do small jobs. (1) 

22. Comnercially purchased items delay, mostly. (1) 

25. No crib in Reseurch to handle material available; 
tools scattered. (1) 

fee Not ene@ee@h right tools. (1) 


The above is representative of the comments submitted. 
It seems to the writer that most of the items mentioned 
could be easily and quickly -corrected by reporting con- 
M@errons to supervisors for rectification. Of course, some 
of them are not so easily settled. In several interviews 


with high-level supervision, the writer determined that in 


Fh. ef 


every instance this top supervision was striving to improve 
methods and processes which would smooth operation, reduce 
bottlenecks, and permit better coordination of employee 
effort. However, it seems that group meetings with first- 
line supervision would permit most of these small but ef- 
Prcilency-destroying items to be brought to light and 
remedied. There seems to be at least some evidence that 
workers are reluctant to pass such information to first- 
level supervisors. Suggested training of supervisors in 
human relations and psychological princivles should tend 
to alleviate this implied employee distrust of, or at 
least lack of confidence in, certain areas of NOFI super- 
Wars ion. 

Question Number 44, The way t feei about methods ime- 

provement and work simplificution is 
5% 0. No answer 1% 
10 1. I haven't thought much about them 10% 
55% 2. Whenever I find a better way to 
do my job, I tell my supervisor 
about it 54% (54m) 
> Oo. 1 use the Beneficial Suggestion 
Program when I find a better way 
Bee aon) JOD 4%, 
25% 4. i often find simpler and better 
methods for doing my job and uSe 
them, but don't bother to tell 
anybody about them 25% 

Mie majority response to this question is considéred to 
be in xeeping with general procedure in any organization. 
The supervisor being the next person in line to the em- 
Puoweec, the Natural tendency in most eases is to inform 


one's sunervisor when a better or easier method for doing 


a job is discovered. 


is 


The relatively large responses of "no answers" and "J 
haven't thought much about them" seems indicative tnat the 
terms were unfamiliar to about 15% of the surveyed employees. 
This means that fifteen employees in every hundrec either 
haven't thought much about the method ind manner cf doing 
Maeir jobs, or huve never considered departing from the job 
Method as it was taught them or as they first hit upon it. 
Of course, where stendard methods are prescribed, it is 
encumbent uson the emoloyee to follow them, but should he 
disccver a better method for accomplishing the desired re- 
Sult, it will make for possibly more efficiency throughout 
if the better inethod is brought to light and shred. 

Some discovered methods of doing jobs are so applicable 
Boe large numbers of processes or vork grouns that Plant- 
wide or Navy-wide savinsss may result from their applica- 
Memon, Or intangible benefits to a larze number of em- 
ployees may ensue thnrouszh their adoption. In these cases, 
the e.wployee may receive financial reward or official 
commendation if he submits his sugrested improvement to 
the Beneficial Suggestion Program for evaluation, anc if 
Meeps accepted. Therefore, a smal] but definite percentage 
Of employees were expected to respond to this choice. 
However, the main untapded wealth of ideas ani better 
Metnods that never comes to light is reflected in the 
Pemeoense’ LO ehoice nutnber four, where one-fourth of both 


the Per Dieu and Fer Annum employees indicute they often 


Liv 


find better methods for doing their jobs, but don't bother 
to tellanyone about them. It is precisely for the purpose 
of drawing forth and communicating these locked-in ideas 
and methods that a work simplification training program 
can be initiated. Allen H. Mogensen discovered the funda- 
mental base of Method Improvement and formulated it as 
follows: “One a person really knaws how und why a job is 
done, and studies it with the desire to improve, he wili 
find ways and means to improve it!" Mogensen then went on 
to develop techniques of Method Improvement, which he called 
"Work Simplification", +” 

Regarding the Work Simplification Plan in effect at the 
MeecO Division of Thompson Products, Mr. G. NW. Croth has 
this to say: | 

Although the tangible savings produced by the program 
ere important, I believe one of the cmtributions that 
we have obtained from the course is its value as a tool 
tO promote better human relations. Perhaps this thought 
Surprises you and you would quote the number of projects 
turned in and the thousands and thousands of dollars 
Saved annually by the program. If your program is a 
Bood one, it is certain to save money, but actually the 
program is more than a money saver. It is a means to an 
end und in many cases that end is JOB SATISFACTION. == 

On the basis of responses by both personnel groups and 
in all Departments, the institution of a Plant-wide, long- 
term program of training employees in Work Simplification 


techniques would prove vrofitable at NOPI. 


47Bor one reference on Work Simplification, the reader 
is referred to an article, "Work Simplification", by W. C. 
@inck, Sunervision, Dec., 17535, pp. 9-12. 

48prom the sume address referenced in footnote 9. 
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TO cone@@e This question's discussion, a list of 


write-ins submitted on tnis question is presented: 


ie, 


m C0) 


Om 


ee 


EO. 


NO GMewseems LO care about WorkeSimplifica- 

t FOr) 

My supervisor doesn't like to be told by me. (10) 
My supervisor won't pass the information on. (5) 
He seldom pays any attention to the chean 

help. (2) 

Red tave vrevents adovtion of ideas. (3) 

(One respondes, who checked "don't bother to tell 
anyone" said this:) This eliminates unnecessary 
paver work. (1) 

Method improvements are covered by reports and 
Circulated. (1) 

Sometimes our suggestions are ignored. (1) 

Pet he tells his supervisor it was his idea. (1) 
We need cooperation to speed ideas. (1) 

Too many departments can block suggestions. (1) 
Most of the time they pay no attention to a 
wonan's suggestion. (1) 

A Work Simojlilication course needs to be started 
here. (1) 


This sample of comments again gives the range of responses 


submitted by a relatively small number of employees. Again 


apparent is the trend for certain supervisors to resent 


Sueeestions coming from his work group, or refusing to pass 


them up the line without adequate explanation to the em- 


ployee. 


The much referred to human relations training of 


Supervisors seems to be one methoc of modifying these 


adamant attitudes on the part of at least a few NOFI suver- 


Visors, evidently mostly on the first level. For an inter- 


Departmental comparison, responses to choices two and four 


will be presented: 


Percentuge of Responses ,to Choice 


Diem Annum Diem Aannun 


Industrial 54% 487, 2a. 2 ae, 
Engineering 65% 54% 28% 25% 
Research and Test 67% 61% 0% 19% 


Quality 57% 60% 19% 26% 


en 


From the above, it is Seen that the Research and Test 
people tell their supervisors somewhut more often than any 
other Department's employees. Also, they hold back less 
information than the people in any other Department. How 
much of this is due to the nature of their work, and how 
much is due to the "permissive atmosphere" of the Devart- 
ment is not known. 

Question Number 55. Considering the kinds of products 
we make at NOPI, I feel our production control and voresent 


manufacturing methods 


3% O. No answer 5% 
5% 1. Cannot be materially improved 3% 
= 50% 2. Could be improved in some in- 
stances 35% (44%) 
15% 3. Need improvement in many situ- 
pations 24% 
27% 428i do not know 32% 


This question was not intentionally phrased to "put the 
finger on" the Production Control and Manufacturing Methods 
Divisions; it was put in in order to determine emoloyse 
opinion concerning the over-all production of hardware, as 
the manufactured products going to the Fleet are referred 
to, in the NOPI establishment. It wus expected that a 
rather large anaeeee of employees would not consider them- 
selves competent to state an opinion on this question, 
which turned out to be the case. AlSo it would be expected 
that improvement in some instances is always desirable, no 
Geeeeer how good the situation. Since this question's re- 


sponses cannot be related to those of any similar activity, 





they establish a base for future NOPI comparisons only. 

In order to evaluate the resvonse "need imvrovement in 
many situations", a sample of subraitted coments will be 
presented. NCrl faces tne most difficult type of vroduc- 
tion control, due to the fact that its products are made 
to sucn close tolerances and allowances, the vsroducts must 
be Nearly perfect wnoen completec, so many different small 
Darts comprise an assembly, so many different, short-run 
jobs aré being processed through the Plant at any given 
time, und the material requirements and completed specifi- 
feeeons are so rigorous. for example, every time fifty ad= 
feonal Knots of speed are built into an aircruft type 
MeermeewOCrl firecontrol equipment, vibrational characteris= 
Mees, inertia charucteristics, und other considerations 
Smeer imto now Well the finished oroduct will operate, and 
Sometimes major modifications .nust be made to the basic 
tyoe of eyuipment. The assemblies must operate at 60 de- 
srees below zero as well as they du at room temperature, 
ani they must also overate at one hundred and forty de- 
grees as well. aA Single pin backing oat of a comoonent 
Semen nt cause the loss of an aircraft in combat. Solder 
connections sust be such that they will not vibrate loose 
Mae@er terrific strains “and accelerations. hese are a fey 
Opeene busic considerations wnich comvlicite production 
Soeeeo. ww Wetaufacturing methods at the Ordnance Plant. 


fete, it can be seen thut due to the canplexity of prodacet 


and difficulty of oerforming the machining and assembly 
operations, the control and manufacturing functions are ex- 
tremely difficult. It is considered a tribute to the 
Maevisions performing these tasks that they do turn out ac= 
ceptable assembled units as a matter of routine. Few pri- 
Wate firms are able to enter the field of aviation ordnance 
fire control equipment due to their inability to produce 
products of the high standard required; thus NOPI performs 
a unigue and vital function or engineering, testing, und 
manufacturing durin,z peace time. The know-how developed 
and the pilot runs made on small-lot bases will go far 
toward helping orivate industry to overcome bottlenecks 
Mmoeproblems of production in the event of war, when cost 
lids are removed. It should be understood by the reader > 
from the above that NOPI does not compete with private in- 
dustry for work that could be done equally well by private 
meeetry. it is in the business because it cun do the job 
well, whereas an extremely small seginent of private inaale 
try can d> the job at all, and that segment has its nands 
full of work at the present time. 

With the above information given to acquaint the reader 
with the type of work to be controlled and tne general com- 
plexity of the vroduct, some of the comnents which follow 
may become more meaningful: 

Me Lack of coordination from engineering to pro- 


duct@on. (2) 
2. Too mach overlapping among departments. (2) 


Oo. TOO Muemecvension, especially amone inspectors. (1) 
¢. Stored O8rts not wrranged oroperly. (1) 
5. Too close tolerances causes excessive scrav. (1) 
6. Have more material und parts available before 
rele@awmn job to production. (2) 
7. Assembly and Engineering need closer liason. (2) 
8. Too many one-trac« minds (2) 
3 Plant manager or over-all CULO Ey for entire 
Plant needed. (1) 
10. Mechanics like to ses how the work is performed. (2) 
im system 200d, but nesple not qualified. (3) 
ie. Need improvement in ‘eeping bluprints up to 
date. (1) 
15. Schedule work to macnins shop so all parts are 
available when a job is started in assembly. (1) 
t4#. Production is controlled by a high-quality 


Bpandarda. (1) 
1S. Tijsie estimates on job are Very inaccurate. (2) 
me, Clashing personalities. (1) 


mee, ocheduling and muterlal control could be greatly 
imoroved. (1) 

meee frechnical oaper is too slow in getting from tn- 
gineering to floor. (1) 

19. Too many chiefs -- not enough Indians! (1) 

Po. Plant is well organized and instrwmnents okay. (1) 

ol. Even small ene ty urgent jobs are geared as mass 
jobs... (1) 

fee) Notice dollar value of the scrap run ver year! (i 

2o. Representatives from assembly and inspection should 
be allowed to sit in at engineerinz conferences to 
smooth out difficulties uni assist in the decisiomer 
=) 

es. Production control should be senarated from manu- 
Mecturing methods. (1) 

eo. Failure to send NOPI men to outside conferences 
Merits Over=jeall Plant efficiency. (1) 

26. Need improvement in handling finished parts. (1) 

ef. Time and cost estimating need imsrovement. (1) 

BemeNeec bonuses for excceding quotas. {1) 


The above shows the range of response on the write-ins. 
Semernued training is indicated for even experienced 
craftsmen have trouble in meeting the tolcrances. In 
Beneral, better cvordination among divisions uni Depart- 
ments seems to be indicated. Also, u smo r,ther coordination 


in releasing jobs when the materials are avuilable appears 


desirable. 





In conclusion, it was noted that the Quality Per Annum 
response percentage to "need improvements in many situations" 
(33%) was the highest inter-departmentally, while the 
Quality Per Diem employee response (10%) was the lowest. 

Question Number 56. For my type of work, the equip- 

Ment J use at NCPI is 

O. No answer 4% 

7% 1. In need of replacement oo 

4% 2. Not as good as most places A 


oh 
62% 3. Better than in :aost places 62° 
26% 4. The best obtainable 28; 


LBad 


(62%) 


ron 


In this question, 10% of the Per Diem employees and 6% 
of the Per Annum people indicate that their equioment is 
Delow par. Considering the general type of work done at 
NOPI, this is cunsidered excessive. However, a large 
majority of both groups, 88% Per Diem, 90% Per Annum, in- 
dicate either better than average or the best. On an 
inter-Departmental comvnarison, the followins responses to 


choices one, two, and the totals of three and four were 





noted: 
Percentage of Responses by Choice 

Me 2 o and 4 _ 

Diem Annum Diem Annum Diem Annum 

Industrial "% = =§=610% ae, oo 883 82% 
Engineering 10% 0.8% 57, 3 85% Ger 
Research and Test 11% O% O% 6% 89% 93% 
quality 975 2% 4% O% 844 93% 


It is suggested that, in view of the appreciable per- 
centage of employees who believe their equipment to be be- 
meee r, an informal survey of eimployees be made by super= 


visors to assess the locations and conditions of the 


equabient Comemeered Sud-standard. Over-all @rodictivity ~ 
at NOrI would doubtless profit by the removal of obsolete 
or ineffective equioment, und its replacement by less worn 
or faster-producing equipment. Further, employee relations 
Paget be improved as u result of management's interest in 
the individual employee. 

Question Number 37. How do you feel about motion und 


time study? 


5% O. No answer 6% 
S75 2. L don't knoweenough about it 
to suy 56% (37,5) 


ee ecemebue to the many different 
products we make, it wouldn't 
be at all apaslicable in any 
of our production operations 11% 
24% 8. Even though we make many dif- 
Mereme products, iG could de 
used to advantage in at least 
Semcewo. Our Droauict ion 
eee ea Lions 25:5 
ieee. 2 feel we could apply it to 
many of our production 
Oweratrions to food advan-— 
tage 21% 


a 
C 


Mees question was included in the questionnaire mainly 
to get some as.essment of government employees! reaction 
CO tame and motion study. Uv until recent years, and 
duting back to adsut lvid, a clause was inserted by Con- 
gress into every Federal Appropriation Act, which forbade 
Peemese Of the aopropriuted funis for condactinz time ane 
meemom studies at governinent uctivities. YVhis d strust of 
femerom and time study as a tool for studying jobs, deter-= 
fee the best way to uv tne jod, and vor getting tlie 


Bev@aates tor Now lon; it should tuke an averuge emvloyes 


aad | 


to do a certain job, resulted in general f'rom a lack of 
basic knowledge of what was to be done and an unfounded 
fear of the unknown. As a result, even today, ere are a 
large number of people in govermaent employ who hardly 
realize that such a field exists. However, us the resnonse 
to this question at NOPI indicates, there ais gradWally 
coming a ecole on that motion and time study can be an 
extremely valuable tool for management when properly ap- 
plied. It can reduce fatigue, improve methods, increase 
Meeewetion, and set standards of accomplishment for evalu- 
ating human endeavor in iuany fields, but especially mhere 
a rather simple, repetitive job is performed. In ensuing 
years, it is expected that considerable emphasis will be 
given to time and motion study at government activities, 


meeesousch it is in its infancy today. 


4 


Concerning the "human factor" involved in motion and 


time study, Mundell states: 


e « « A motion and time study department or an individual 
eweazed in performing such functions not only must exe= 
mee LNe necessary technical activities in a sound, ac= 
curate fashion, but also actively take part in furthering 
Meee integraution of motion and time study into the or- 
memarzation by: 

L. Submitting udequate financial reports of its ac- 
Gaeaties to management, properly creciting co-operating, 
Mec ipatin.s, or originating individuals or groups. 

2. Actively seeking equitable solutions for possible 
hardshivs connected with technological chi nges. 

5. Disseminating notion and tims study information 
throughout the whole organizaticn, not only to overcorie 
the normal resistance of people arfected by it, but also 
Owaid everyone in the organization to co-operate in 
finding better ways of doing work. Formal training 
courses, foreman conferences, inlorration via tle house 
Organ, and person-to-person explanations of each issue 


_ — 
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are desirable. The ideal situation occurs when in- 
novations are originated, or at least participated ie 
by persons as close to the point of application as pos- 
Sible. 

Also, because of "the human factor} all] members of 
the organization should actively undertake to under- 
Stand the procedures and techniques of motion and time 
Study, and to equip themselves to take woe in ¢oO-< 
Operative action for finding equitable ways of raising 
Our standard of living through more effective produc- 
tion without increased effort, and without hardship. 


ror a finer breakdown on this question by Departments, 
response to "woald not be at all applicable", choice two, 
and the combined totals of choices Uamee and four, “age 
plicable to at least some" and “applicable to many", will 


be presented: 





e So and 4 
Diem Annum Diem Annum 
Industrial 22% Bln 36% 41¢ 
Engineering 22% 10% 40% 51% 
Research and Test 22% 4% 28% 42% 
Paality Ses 23% 35% 59% 


No general inferences will be dravm here by the writer, 
except to point out that the hizher general response to 
Pie possibility of applying motion and time Study to NOPI 
by the Per Annum employees, as exhibited in choices three 
and four, is probably due to their difference in general 
educational background, plus their sreater familiarity with 
current technical literature. The relatively a re- 
Sponse within the Per Annum group shown by Industrial to 
these choices ie orobably due to the closeness of the peo- 
ple in that Department to the working environment to which 
motion and time Study would be first applied. 


4914 | E. Mundel, ldotion and Time Study, Principles and 
Practice, (New York: Prentice-Hall, Inc., 1952), Dp. 2 


Employee com:ents written-in under this question in- 


eluded the Pevloeuine : 


1. We are not given enough set-u0 time and in many 
instances, not enough time to run a job. (1) 
2. Motion and time study wo.rld help methods and 
efficisme;. “(2) 
3. Corld use it only in order to find better 
methods. (1) 
wee roo short of sroduction runs to use it. (7) 
ome Too close Of tolerunces for jobs to be timed to 
moeeminuce, le.) 
6. Motion economy instruction badly needed at 
memicrl. (2) 
7. would be better than presently-used estimated 
Pidies, which vary from time to time. (4) 
Bm. Use it for establishing standard times, but not 
for setting rates. (1) 
9. Could eliminate some short-run jobs into longer 
jobs if planned better. (1) 
10. For selected operations, yes. (3) 
72. Would be good in machine section. (2) 
12. Would be good especially in assembly. (1) 
15. A lot of time and money would be saved, for I have 
seen it done at other places. (1) 
74. Much is lost in quality now becuuse of time re- 
quirestents. (2) 


These are representative cs those comments submitted. As 
can be seen, enoloyee comnent varies widely concerning the 
worth of motion and time study as apvlied to NCrPI. In re- 
gard to estimuted times, which ure set by the use of pre- 
Vious records, experience of the planner, and common sense, 
referred to in comment 7 above, the closeness of actual 
hours taken to run a job and the hours scheduled for its 
running rorms the basis for determining the Industrial De- 
Meem@ene'sS efficiency. Figure 15 portrays both the rela- 
tive efficiency of the Department und the number of over- 
time hours worked, measured in thousands, for the neriod 


Meee through 19535. The formula used for determining 
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relative Devartment efficiency is to take the vercentage 

by wnich the actual hours excecded the estimated hours for 
all jobs, including machining, overhaul, and assembly, for 

a given working ae add 193% to this, and divide the Goums 
into 10u%, to give the relative efficiency. For example, 


Mmeeactual hours exceed estimated hours in the Derartment 


» 


- 


during a selected week by 26%, we would divide 1.00 by 
1.26 to get a relative efficiency of 79% for that week. 
On Pigure 15, a trend can be noted whereby a large amount 
Memevertimo hours causes a reduction, with a slight lag- 
Meeewinvolved, in relative Deoartmentai efficiency. This 
memmeomittedly a rather crude measure of prodiictivity, but 
in absence of a better one, is the one employed. Assembly 
Operations and overhaul jobs most often show the greatest 
discrepancy between estimated hours and actual hours, due 
Memmene inherent difficultics of the jobs as performed at 
NOPI. | 


Guestion Number 58. The forms I use in my job are 


% O. No answer 4% 
feoO> «61. «Well designed for filling in 
necossary information 64% (5495) 
©) 2. Poorly laid out for filling 
in necessary information 1% 
2. 5. Poorly laid out and require 


| unnecessary information 5% 
397% 4. %I donot use forms in my job 20% 


It can be seen that of emoloyees at “CPI who use forms 
Meecmeir jobs, a large majority are satisfied with then, 
Meera the Fer Diem und the Fer annum cutezories. The 


major significance in this question concerns choices two 





ine 


ana three, and the response thereto. Cnly 7% of the over- 
all Per Diem reople feel the forms they use in their job 
area ure poor, while 12% of the rer Annum people feel this 
way. Departmentally, the breakdown on this question's total 
Mesponse to cl.cices two and three wus as follows; 


Total Choice © and & Response 


~ Per Diem ~~ Per Annum 
Industrial of 12% 
Engineering an 124 
Research and Test Os 144 
quality oe 11% 


There seems to be no general difference among the responses 
of the Per Annum employees; the relative differences among 
the Per Diem people would seem to result as a natural con- 
sequence of the jobs performed. Thus, the inspectors in 
Quality .nd the producers in Industrial would be expected 
to have more contact with manufacturing process and control 
paper than would the Per Diem employees in either Research 
Or m=ngineering. The fact that so many employees in both 
Catvepories feel thut their forms could stand improvement 
would be worthy of further study by people ccncerned in 

the various areas. "a paper form is a standardized ar- 
meeeement for recording and transmitting facts. Records 

OF transactions in industrial operation, sometimes called 
Paper work, are made on forms."°9 Due to the fact that go 
much of industrial communication is conducted through the 


medium of forms, it is imoerative that the forms used 


a. ©. Alfor ord and J. R. Bangs, Production Handbook 
(New York: The Ronald Press Company, Too pp: 15o7m 
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transmit information accurately, and that they vorovide for 
as much ease in placin;; information on to the form and in 
taking information from the form, as possible. Therefore, 
the form should be designed for the user and his eyuipment; 
if tyvewritten, spacing of the form should correspond to 
the Spacing of tne typewriter. Regarding forms in general, 
Yoder?l Suggests that a cmtinuing and critical appraisal 
Memiaide with these resresentativa questions in mind: 
1. Is the form necessary? 2. What is the vurpose of the 
form? 3. Are the arrangement and content apvropriate to 
that purpose? 4. are all items in it relevant and neces- 
meee 6,.lCUGColUL RM information be secured or racorded more 
readily or accurately by other means? 6. Are questions 
or items clear, sharp, understandable by those who are to 
meeave this record? 7. what do users report as to its 
Peoectiveness or shortcomings? 

Before leaving this question, the percentages of people 
Mot using forms in their jobs might be of interest, as re= 
Meected in choice four: 


Choice 4 Responses 


~~ Diem Annum 
Industrial 40% 17% 
Engineering 52% 21% 
Research and Test 56% 39% 
Quality 6% T%0 


Research and Test, as would be exvected, has the least 


contact with forms, while Quality has the most. 


a a ES 
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Question Number 59. I feel that the time lost in 


handling raw materials and eemi-finished products at NOPI 


iS 
4% 0. No answer 5% 
12% 1. Excessive 16% 
«x 36% 2. Normal 31% 
7% 3. Very low 3% 
42% 4. Don't know 46%, (43%) 


By Departments, for personnel resvonding to choices one, 
three, and four, the results were as follows: 


Percentage of Responses to Choice 


1 é 4 

Diem Annum Diem Annum Diem Annum 

Industrial 11% 13% 7% 3% 40% 37% 
Engineering 12% 19% 2% 2% 40% 48% 
Research and Test 11% 15% 6 O% 56% 65% 


qua lity 16% 15% ™% 106 43% 339 
As expected on thiS question, a majority of employees in- 
dicated that they "did not know". Of those who did check 
a choice other than number four, it would be assumed that 
at least some of these did not really know, probably having 
no criterion for coimarison. However, it is of interest 
that a higher percentage of resoonse indicated that the 
tiie lost was excessive rather than that it was very low. 
AS is by now clear to the reader, the delicate, small com- 
ponents of NOPI's prodicts require many individual opera- 
tions to fabricate and assemble. Ravid production is 
Secondury to acceptable production; still it is believed 
that a greater awareness of the imoortance of proper and 
rapid handling of materials on the parts of management and 


worker alike at NOPI could cut lost time in materials 
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handling considerably. Often a highly skilled machinist 
May utilize a considerable portion of his productive time 
carrying trays of parts back and forth to central locations, 
or even to locations that, while relatively near his ma- 
chine, still consume a considerable length of time during 
Mie orogress of a day. This has the dual effect of in= 
Peeasing labor costs and cutting down productivity. Oram 
overly-large tray of small parts being worked on nay sit 
Mea period of several hours at one location, each com= 
Meeeted part awaiting the comdletion of the last one in the 
tray before all can be moved to the next machine location 
for another operation. MWultiply situations like this by 
the number of different o»verations, and the total number 
of lost-time hours while material stands idle can become 
truly amazing. 

This is not to say that NOPI material handlinz methods 
are inefficient; the above comnents are vlaced herein 
mmly to emohasize to the reader the largely unknown bug 
tremendous cost that can occur both in terms of money and 
in improper utilization of skills when insufficient thought 
and regard is given to the over-all picture of materials 
handling. The specialists in materials handling at NOPI 
and in every other industrial organization are wcll aware 
meat; the problem is to get an increased awareness 
baroushout the organization of the value of optimum mate-— 


rials handling methods in increasing that organization's 


Peoauctivity. 


Question Number 40. To help 


from sxXperience on tne job, 
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ne do my best work, avart 


8% O. No answer 8% 
23% 1. I get a great deal of the 
right kind of training Loe 
+ 36% 2. I get some training of the 3 
right kind 56) (36%) 
7% 3. Ido not get enough train- 
ie | 10% 
24% 4. I get no training, to speak 
of 30% 
0.945. I get too much unnecessary 


Sia iLnin 2 
From the above, it can be noted 
people and 51% of the Per Annum 


a great deal of training of the 


notedthat 31% of the Per Diems 


Stute they either don't get enoush training, 


Very few people at NoFI get 


if 


je 
that 59% of the Per Diem 
people set either some or 
right Kind.’) Also to je 

and 40% of the Per Annums 


or no train iia 


too much unnecessary trainimge 


In comparing the results of this question on an inter-De- 


partmental basis, responses 


will be listed: 


i 
Diem Annum 
Industrial PEG oe 
Engineering 35% 12% 
Research and Test 11% 17% 
Quality lv 20% 


In the above 


to choices one, 


ar 2s of interest to note 


two, and three 


Percentage Response to Choice 
2 i) 
Diem Annum Diem Annum 
So, 1405 74 12% 
Say roo. 10% Tee 
50% 337 0% 6% 
38% 41% 11% 10% 
that the Indus- 
enough 


trial Per Annum 


employees feel they cdo not get 


training to a greater extent than does any other Per Annum 


Peep, and that both grou%ss of the Research and Test Le- 


partment have the smallest response that they do not get 
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enough training. Since the tabulation of this question 
didn't include the job area involved, it is impossible to 
meoess the class of employees desirinr further trainings 

The training prograin at NCP1 is a well integrated one 
and one which has met with a high depree of success and 
peeeptability. Atv present the following courses are in 
effect: 

1. An apprentice training program, Fifty-eight ap- 
prentices are being taugnt in seven trade areas in this 
meorram at the present time. This NOFTI program is rated 
meeopeing at the top five ver cent of all those conducted 
in the Stute of Indiana by a representative of the Bureau 
Of Apprenticeship. Its graduates are in great Rep 
Mmeed Dy WOPL and private inilustry, and a long waltins iis@ 
of applicants, ensuring high calibre of entrants, is main- 
tained in the Industrial Relations Department. 

2. An on-the-job learners! course. This course is be- 
mae given presently to forty male machine operators, and 
takes ninety days to complete. 

m <A vrofessional develovment course. Twenty-eight 
people from Research and Test, Engineerinz, and the naval 
memercers stationed at NOPI are enrolled in this course ay 
present. Instruction consists of two hours, bi-weekly, 
and is given by various Purdue University professors who 


journey to Indianapolis. 
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4. <A supervisory development course. Forty-seven men 
are presently enrolled in this course, and it is to be ex- 
panded in the near future. It consists of a one-hour ses-. 
Sion once a week. [It is carried on dy levels of supervi- 
fen, Ol A Srogressive basis. 

D>. An on-the-job courses in tool anc guge design. Tia 
mourse consists of ou ee trainins for eighteen momma 


of selectec journeymen machinists. At the cumpletion of 


(D 
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me Course, the trainees sre desiznated as joirneymen toom 
mea gaze desiwners. 

©. aA night course for machine overutors. This progres 
is for orofessional employees in the organization who wish 
to become more familiur with machines and their operution., 
Moepencunce is on a voluntary basis, and NOPI furnishes 
@uelified instruction. 

me Indoctrinawzion and orientation courses. All rew 
meeroyees at NOP] are viven this training. It consists oF 
two sessions. The first, lastins three hours, includes a 
Beareting about NCPI in general and a conducted Plant Goamme 
Mes 1S given prior toa the new employee's reporting to Ais 
Departiwent. Tee eeecnd three-hour session is conducted 
after the employee has been on the job a minimun of two 
Mees, SNC is priiwtarity utilized to answer questions on 
Meee Situations, policies, rewulations, and any other dugg 


of concern und/or interest to the employee. 


Lod 


8. Though not a formal course, the library. This was 
described uncer the general descrivtion of the Ordnance 
Plant. Its use by all emomloyees is encouraged, anc books 
may be removed on a loan basis for home study; of course, 
security regulations for classified material prevent taking 
certain types of publications hone, but access to these is 
open to those whose job requires their use and who are 
properly cleared. « 

With the above infcrmation in mind, some of the repre- 
sentative comments writtern-in by survey resvondents on the 
line vrovided for this question may be interesting to the 
reuder. Following the coment will be the number of cques- 
tionnaires submitting it or one very similar to it, en- 


closed in parentheses. 


1. Too much friction and misfits amons supervisors in 
department. (1) 

2. I would like shoo work on my own time. (1) 

5. I would like to retake the suvervisors! course. (2) 

4. The others in this department are too busy to train 
me. (1) (The above from a woman in the clerical 
jod area) | 

5. We need more suvervisory training here. (2) 

6. The machinists get more help than the operators 
Gan, (sl) 

fe eoupervisor co.rse offered by local institutions aie 
Waste of time. (2) 

8. I learn by making mistakes. (1) 

9. <Avproximately 2 hours a month should be set aside 
for supervisors to get together for conferences in 
Bach sectaon. (1) 

Mo. Work is of such a nature that spacific training is 
not applicable. Problems are settled as they 
arise. (1) 

mr Al’ lecttres, movies, etc., are for supervisors 
omly. i 

12. Teachers need more training to teach. (1) 

13. Proper training is needed. (25 

14. More training is needed on instruments. (1) 
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Ho. GCOllege ee can receive additionel Sehooling, 
others Gammov at olant. (1) 
UG. Utter disregard for training in this departinent yas 
7. WNitn the experience I have, I can train others. sie 
18. I learn a lot from my imnediate suvervisor. (1) 
19. Most knowledge is gained from experience. (3) 
eo. Gould Use@teeonical information from library, Gie 
difficult to draw out to take home and no time on 
HOD. fies) , 
el.- I believe there should be a few svecific instructors 
for training rather than working personnel doing 
the traimame, (1) 
'22. Could use more training. (6) 
The above is representative of the corments; no general 
trend is evidenced by them, but some reflect the need for 
Meeving the correct information to people at NGPI, for 
they reflect a lack of knowledge concerning policies or 
procedures in eifect. For example, note 2 and 20 above. 
Both the need for and the desire for more supervisory 
training is demonstrated throughout the questionnaire. 
Since an expansion of the sunervisory development srogram 
is vlanned, it should sradually aid in this area. The 
previously reconmended training in human relations, basic 
Peyenology, and certain areas of industrial engineering for 
Supervisors, especially at the first level, might well be 
maeluded in this vrogranm,. 


Question Number 41, ‘When I have a personal problen, 


the person I usually go to for help is 


4% 0. No answer 4% 
35% 1. My supervisor i 38% 
a 8% 2. A fellow worker 9:4 
Go, Os ehepedy: I try to work@ae out 
for uyself 38% (41%) 


2% 4. A member of the Employee Re- 
Jjations Division O 
7% 5. Someone outside the Plant 10% 
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Inter-Departmentally, there wasn't much difference in re- 
Sponse by either Per Annum or Per Diem employees to this 
question. Less Per Diem personnel in Industrial (34%) go 
to their supervisors with personal problems than do those 
in Research and Test (50%), in Engineering (42%), or in 
Quality (40%). The Per Annum peoole in Fngineering con- 
sult their supervisors less (35%) than those in Quality 
(45%), Research (41%), or Industrial (37%). Very few in 
any Department go to the Employee Relations Division with 
their personal problems, the largest responses in this 
category being 2% for Per Diem workers in both Industrial 
mea in Rngineering. 
Neri O6o.0-% entitled "Counseling" staves™@im part, 
- « « The primary inanagement responsibility for the 
solution of problems growing out of the working situa- 
tion, Such as personal adjustment to the job, rests with 
line supervision. In unusual cases, line supervision 
may request guidance and assistance from the Industrial 
Relations Department. On tne other hand, employees with 
Semsonal problems mot arising from the job, although 
they may interfere with productive output, should be re- 
ferred by activities to naval or approvriate commmity 
agencies for assistance. It should be borne in mind 
meaty the primary responsibility for handling personal 
problems is thut of the employee himself . . , 02 
It would seem that the results of the opinion questionnaire 
reflect the above policy. In this regard, the Naval Crd- 
Nance Laboratory opinion survey was similar in its findings; 
there, over-all, 5% of their employees turned to the Em- 
ployee Relations Division, 31% to supervisors, and 43% at- 
tempted to work their problems out for themselves. Corre- 
sponding figures for NOPI are: 2%, 37%, and 41%, showing 


SENCPL, op. cit. 
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similar results. During several interviews with higher- 
level supervision, the writer was impressed by the general 
good knowledge of counseling methods exhibited by these 
men. Many case histories were discussed where undirected, 
or so-called "cathartic", interviews aided the employees 
in locating their real problems and in helping to find 
Mexers. As is so often true, the mere understanding of 
the problem aids in effecting a workable solution in many 
cases. This seems to be especially true in the case of 
women employees, of whom about 800 are employed at NOPI. 
Many times, however, first-level supervision hasn't re- 
ceived enough training in, or doesn't see the need for, 
counseling, and it is in this area that improvement pos- 
Sibilities are suggested. Conference training sessions 
with widely-made-use-of role playing might be one method 
utilized to advantage. 

Question Number 42, Do you feel that the present Civil 
Service system for Performance Rating does rate you fairly 


in your present job performance? 


4% 0. No answer 5% 
41% 1. Yes 52% 
19% 2. Don't know 14% 
656% 3S. No 49% (40% ) 


These responses see quite a difference of ovinion between 
the Per Diem and the Per Annum personnel. More Per Diem 
people answer "yes" than "no", by a few per cent, while 
considerably more Per Annum employees answer "no" than 


"ves", An inter-Departmental break-down of response to 


choices one and three follows: 


1435 


Percentages of Response to Choice 
i 


5 
Diem Annum Diem Annum 
Industrial 42% 53% 34% 51% 
Engineering 58% 30% 42% 49% 
Research and Test 22% 32% 56% 38% 
Quality 31% 34% 48% 59% 


It can be seen from the Devartmental break-down that, ex- 
cept for tne in@weerial Department Per Diem personnel, all 
other groups in all Departments believe that the Perfor- 
mance Rating system meebently in use does not rate them 
merriy. In this case, due to the large number of people 
in the Industrial Per Diem group, its effects far over- 
shadowed the responses of the other Per Diem groups. 

Procedures for performance rating of governmental em- 
ployees ure based on the Performance Rating Act of 1950. 
This provided for official rating of all employees in one 
of three categories on an annual basis. The categories 
provided are: outstanding, satisfactory, and unsatisfac- 
tory. If an employee is rated either "outstanding" or 
"unsatisfactory", justification must be given for the ac- 
tion, entailing considerable effort on the part of the 
rater. If rated "satisfactory", merely including the em- 
ployee's name on a list of names designated satisfactory 
suffices. The entire procedure, purpose, and details of 
performance rating are contained in NCPI 150. According 
to NCPI 130.6-3, the category of Satisfactory: | 

» « e includes performancs ranging from excellent to 

just above unsatisfactory. It is the level at which 


most employees will be rated. Factor marks at this 
level are not required to be supported in writing, 
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although they may be so supported. Such supporting in- 
formation, even when the factor marks are all Satisfac- 
tory, will often serve to give deserved recognition of 
the employee's accomplishnents. 


During the last rating period for NOPI, from May, 1952, top 


May, 1953, no employees were marked "unsatisfactory" and 


only 0.47% of the employees were rated "outstanding", 


showing the very infrequent use made of these categories. 


For what the employees wrote-in on the provided comment 


space for this question, please seo the below listed repre- 


Sentative items. The numbers in parentheses again indicate 


the nunber of questionnatres on which that comnent, or a 


reasonable facsimile thereof, was submitted. 


Ze 


i. 
4. 


Too gensral, or Not enough grades. (2U) 
Sub-average rated same as above average. (35) 

The meéweeword is ok. (1) 

Too hard to get better than 3 regardless of per- 
formance. (6) 

Supers won't sive O due to extra work involved, re- 
gardless of merit. (5) 

Length of service should be a factor. (2) 

Source Olegmwel-will; accomplishes mothing, {6) 
Former method gave better rating. (6) 

Too much influence on this by immediate supervisor. 
(2) | 

Favoritism snown adversely. (2) 

It is a big joke, or Meaningless, or Waste of 
government funds, or Stinks. (25) 

Gontributions made to Plant efficisncy are ignored 
aC Fraud ime. (1) 

My department heads don't rate me fairly. (1) 
Performance rating belongs in schools, not in In- 
dustry. (1) 


The above shows the variation in comaents submitted. How- 


ever, 


it shows a rather pronounced trend, more so than in 


any other write-in item discussed so far, of unfavorable 


SSNCPI, op. cit. 


e 
— —— 
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attitudes. Tne majority of comients are critical of the 
main thesis of the Performance Rating Act of 1950, in Gia 
they want more quantitative steps than "satisfactory" be- 
tween Outstanding und Unsatisfactory. They seem to feel 
that the sub-average worker can float through with ease, 
While the excellent worker gets no better recognition for 
his services and performance than does his drone counter- 
part. 

Except to point out this question's responses as a fact 
existing at the Ordnance Plant, the writer can assess no 
measure of the effect of this unfavorable attitude on pro- 
Smevivity of workers, It is considered that the manner in 
whicn the Ferformance Rating Act of 1950 operates is such 
that considerable expense and effort could be saved by the 
complete abolishment of any fate system in governmental 
activities. If an employee is so bad that he is “unsatis- 
factory", he will probably be released, anyway, and if so 
good that he would deserve "outstanding", it is assured 
that his talents would not escape notice in the organization. 

Question Number 45. How much of your working time do 
you feel is devoted to handling "red tave", that is, paper 
work which seems to needlessly complicate your job per- 


formance? 


12% 0. No answer | 5% 

65% 1. O to 5% Sue (62%) 
pe «(CU14%0~=C«iaBtiCiCCt 1% 22% 

OSs Wome 25% 9% 

74 4. More than 25% 4% 
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As would possibly be inferred, the Per Diem employees seem 
to be less involved in the handling of red tapne than do the 
Bor Annum employees. On a Departmental basis, the re- 
sponses to choices two, three, and four were as follows: 


Percentages of Response to Choice 


& 5 4 
Diem Annum, Diem Annum Diem Annum 
Industrial 14% 15% 6% 10% 2% 9% 
Engineering 12% 24% 2% 10% 8% 8%, 
Research and Test 0% 20% 11% 6% O% 4%, 
quality 19% 274 11% 10% 1%, 1% 


As mentioned in question 15, any employee must conform to 
the boundary conditions of his employment. In national 
government activities, these boundary conditions are more 
numerous than in a majority of private industries. There 
are more levels in the chain of command. Not only basic 
legislation requirements which are passed from the top 
down, but intervening policy and regulation requirements 
and customs and traditions are superimposed at eacn of 
these levels. Due to its being so widespread and gigantic 
in size, activities under the Department of Defense must 
Senduct operations and utilize procedures according to its 
basic policy, and with little personal contact but a tre- 
mendous amount of written communication. Reports, regula- 
tions, letters, forms -- their variety is legion and their 
number limitless. Added to this unyielding amount of paver- 
work (including upward and downward comaunication with the 
Bureau of Ordnance, NOPI's immediate superior in the chain 


of command, and great amounts of liason correspondence 
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with private industry, other Bureau of Ordnance activities, 
the community of Indianapolis, and the State of Indiana, 
among others) can be placed excessive amounts of paper- 
work caused by poor administrative procedures within the 
Ordnance Plant, lack of training as to what is desired by 
Supervisors, and lack of skill in preparing prover corre- 
spondence. 

ror Reo ics one middle-level supervisor gave the writer 
this example: He prepared a report on a technical subject, 
on which he is conSidered an expert, and handed it to his 
Mediate Supervisor in the rough form for aporoval. This 
latter supervisor read through the report, approved its 
technical caitent, but made minor changes in the English 
usaze. The report then went back to the originator, was 
corrected as requested, and a smooth copy made. The smooth 
copy was approved by the immediate supervisor and went up 
to the next higher level. Here again the technical content 
was approved, but once more minor grammatical changes were 
incorporated into the text which necessitated the letter's 
going back to the originator, being retyped, and finally 
being approved for transmittal and signed by the appropriate, 
responsible Division Head. 

It seems possible that the above waste of human energy, 
time, and talent could be corrected by a) better communica- 
tions as to what style of letter is desired by the signing 


suyerior within the framework of basic Navy instructions 









wr the preparation of correspondence; b) less id.tinis- 





trative levelS of supervision beins required batweon Orage 










inator and approver of a. letter; and c) a basic evaluation 
of the content of the letter as to conmnieteness und clare 


7 


ity, and less emphasis on the usa,re of "the" for "an" and 


* 


Siiiiiazy minor chanses which are not pertinent to the Beam 


Ter's meaningfulness aud clarity. The conceot of "core 





Memeeted staff work”, Wherein the oririnator prepares come 





_ 


meroondence for his tuperior's sisenature so that a invita 











a orevisien and correction is recessary,and here tn. orig 


Meevror wientally places l:isself in the vosition of the 






Ssupervisor ultinately responsible for the lotter and asks 


i, * e » 
Semeceif, "If I] were in Zeke's place, would I sign this 









. Mlettser as it is oresented to we and accept resnonsibility 








Mer 2t°", could stend u creat deal cf emphasis throuchoug 
meee ievels o> the orgunization. Productivity increases 
Segall branches at NOri should result from the applicaticm 
Memeonis “completed stuff work" principle. Perhuws the 
Memeert of setting up accentuble LIMELSeL Or a aiores | 

of paper-work on the Marts of Bil supe visors Weld be 
Semeetul, just as tolerance limits are set up as the cri-= 
Mergon for passing or rejecting a machined part. In any 
event, excessive burriers to the already complex procedure 
Mere oreparing paper-Work in any form should be investi- 
Becvea and remedied us unc where applicable. The 


ieores listed at the beginning of this question's 
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discussion indicate that all Devartments could profit 
thereby; as a corollary to the increased productivity 
which can result, employee satisfaction and freedom from 
Prustration or “anxiety may well occur. 

Question Number 44. Concerning: the Navy Employees 
Beneficial Suggestion Program 


6% O. No answer 4% 
12% 1. I have submitted one or more 

Suggestions and have had one 

or more accepted 11% 
14% 2. I have submitted suggestions 

but have not had any accepted 15% 
99% 5. If know about the program and 

like it, but have not sub- 

mitted any suggestions 62% (59%) 
5% 4. $I know about the program and 

don't like it; I haven't sub- 


~ 


mitted any suggestions 6% 
So Saueiecoenot imow the details of 
the Program Og, 


Since this question precedes several others that bear on 
the subject of the Beneficial Suggestion, or "Benny", Pro- 
rem, 2S it is short-titled at NOPI, a rather lengthy dis- 
cussion and evaluation will be presented here. From the 
above fiscures, it can be secn in general that ubout 60% 
Of both the Per Annum and Per Diem employees like the Pro- 
gram and know about, but have not submitted sugzestions. 
Sey about 5% of the employees in both groups have not 
Submitted suzstestions and do not like the program; com- 
ments were submitted on this question which may help ex- 
fee tee reason for this opinion, Only about 5% don"t 
Know the details of the Frogram. Altogether, 26% of both 
Per Diem and Per Annum employees nave Submitted sugssestions 


Mee tie Progra. 
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On an inter-Departmental break-down, responses will be 
shown for choices one, two, and four: 


Percentages of Response to Choices 
Zz 


a 4 
: Diem Annum Diem Annun Diem Annum 
Industrial 12% 11% 14% 18% 6% 4, 
Engineering 15% 6% 20% 1730 OF 9% 
Research and Test 17% 9% 17% 955 6% 4% 
quality 12% 24% lem 15% 2% Qs 


This comparison shows that: 1) participation among Per 
Diem employees ranges from 26% for Industrial up to 37% 
for Engineering; for Per Annum oo 18% for Research 
up to 39% for Quality; 2) a higher percentage of suggestions 
from Quality Per Annum anc Research Per Diem employees 
have been more widely acceptable than those from any other 
Groups; 5) a higher percentage of Industrial and Research 
Per Diem, and Engineering Per Annum, employees know about 
the program and don't like it, and heven't submitted sug- 
Bestions, than any other. It therefore appears, on the 
whole, that the Suggestion Program is well received and is 
participated in at NOPI by all Departments and both groups 
of workers. Possibly some of the unfavorable opinion to- 
ward the Program may be due to the reason that unreliable 
or biased information has been circulated among fellow- 
employees who did not have a suggestion accepted, or who 
had one which was considered to be within the normal area 
of his job. Perhaps it may be due to a supervisor's tact- 


less blocking of suggestions in a particular group. 


Bese 


However, there still remains a high percentage of om- 
ployees (59% over-all) who have not submitted suggestions. 
This figure represents a dormant giant; the problem is to 
awaken him and enlist his active participation in looking 
about him, examining practices and methods for doing jobs 
in the present manner, and suggesting improvements. With 
5000 people aware of and alert to 3000 work situations and 
a Poititude of methods, it seems reasonable to expect that 
more and better li:provements can be sugrested than can be 
done by 750 participants, or can be done by members of 
management alone. Of course, certain types of individuals 
and working situations are more conducive to the submis- 
sion of suggestions than are others. Generally a small 
proportion of employees provides the bulk of suggestions, 
but through increased employee awareness and training, it 
is believed the-proportion could be increased and maximized, 
A work simplification training program would constitute a 
step in this direction. 

Authorities differ in their concevts of how many sug- 
gestions should be considered standard in regard to working 
population. Yoder states: "Experience indicates that -- 
in an average plant ce suggestions average about 200 to 
500 per thousand employees each year. About one-fourth of 
those received may be at least partially usable. Awards 
average about ten per cent of the savings effected by the 


suggestions, "4 


O4voder, op. Cit., p. S97. 
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Professor KR. E. Balyeat of Purdue University believes 
Yoder's figure to be high for average sub:nissions, and sug- 
gests thet from 100 to 150 suggestions submitted per thou- 
sand employees per year is a more realistic figure. 

During the six-months period from 1 July 1953 to 31 De- 
cember 1953, 195 suggestions were submitted by NOPI em- 
ployees; of these, 49 were adopted; the estimated savings 
during the first year on these adopted sugzsestions was 
pl4,640.00; the awards puid amounted to $910.00. Percentage 
of participation of employees was seven per cent. These 
figures represent 140 employees submitting suggestions per 
thousand employed per year, within the average participa- 
tL0n indicated above; an acceptance of 25 per cent, or one- 
femrth of submitted suggestions, in keeping with the above 
average; and a percentage of award paid to estimated 
savings during the Hirst year of aposilication, Of Ove ver 
cent, below the average stated above. By Departments 
fen took part in this study, the results of the Program 


for the last six months of 1953 were as follows:2° 


No. of Suggestions Awards Per Cent 
Department Submitted Accepted Paid Participation 


Paenstrial 84 29° $690.00 eo 
meeanecring ie i) © $0.00 out 
Research and Test 4 O OOO> Sree 
Quality 24 3 20,00 lye, 
Herbals: 144 BS $740.00 7.5 (ave 
NOPI, over-all 195 49 $910.00 Too 


One may see from the above that the four Departments 


Studied contributed a majority of suggestions to the 

ONOPI figures quoted from a NOPI report from the Bene- 
ficial Suggestion Panel to All Department Heads, dated 5 
January 1954. 
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Preeram, both of those submitted and those accepted, par- 
ticipated to a somewhat greater extent than the average, 
over-all; and received a majority of the awards. However, 
a break-down by Departments shows an acceptance rate as 
follows: Industrial, 34.6%; Engineering, 9.4%; Research 
Poa Test, 0%; and ywuality, 12.5%. 

NCPI 20. Pets forth the basic Navy policy in regard to 
the Beneficial Suggestion Program. This Instruction de- 
fines a beneficial suggestion, explains how the Program is 
administered, and otherwise covers all general ohaseesen 
the Program. Both cash and recognition are used as incen- 
tives for eliciting suggestions from employees in desired 
areas for intprovement. Both little itdeas and biz ideas 
are solicited. Eligibility requirements are set forth, 
both for employees in general and for supervisors; the con- 
Sept of what constitutes “normal duties" is explained, 
with the proviso that the local Beneficial Suggestion Com- 
mittee determine unusual cases; appeal machinery is pro- 
vided for suggesters as regards the local Committee's de- . 
Cision, and, if not satisfactorily settled at that level, 
up to the Navy Efriciency Awards Comaittee in Washington. 
In the event a sugzestion is not acceptable, the suggestor 
is required to be notified by the Committee as to why it 
wasn't accepted, in a versonalized, friendly letter "so 
that the suggesters will feel like making another try. 


ey should also convince the sug esters that the merits 
NCPI, op. cit. 
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of their sugsestions were fairly judged and carefully con= 
sidered."°? Cash awards are prescribed for adovted sug- 
gestions ranging from $10.00 to 275.00, based on a rough 
figure of five per cent of the estimited first year's 
Seeving. If consideree exceptionally valuable or meritori- 
ous, the suzgestion can be forwarded to the Navy Efficiency 
Awards Committee for special consideration and possibly an 
increase of reward. Awards for intanyvidle benefits and 
safety improvements brought about by sugv’estions are pro- 
meee: for accerding to specified criteria. Standardized 
drop-boxes and forms for suggestion submission are recom- 
mended for the Program, but mail may be utilized by the 
employee in submitting nis suggestion, and a form isn't 
requirei, a3 long as the suzvestion is submitted in 
Writing. The employee must be notified that his sugzes- 
tion has been recésived ani is being studied for possible 
Meeecion; in cases requiring a long period of time to 
evaluate, the sugsester will be notified of the reason for 
the delay and the progress made to date; when the Committee 
Mas adooted the sussestion und determined the award to be 
meyen, the suggester is notified in writing of this action 
Q@na receives his check for the sugrestion. If, in the Com- 
feeetee's estimution, the suvtgestion has wider than local 


Meeeric@ lion, the Sussestion is forwarded for further con 


Smaeration by the Navy sfriciency Awards Coucittes. a 


[Tipid., 20.7-22. 





Dossibie increase am the amount of award already patajgon. 
ioe cerbain cases, a Salary increase of one, two, or three 
steps within the dasic grade may result. If an smoloyee 
is at the top of his salary grade, he must be given the 
cash award. This amounts to a maximum of 25% of the esti- 
meaced Savings brought about by his suggestion during its 
mers year in operation; or, the totel annual amount of 
three salary step increases in his grade; whichever is 
less. For example, the top award for GS grades 1 through 
4 would be $240.00; for GS grades 5 through 10, $375.00; 
and for GS ll through 14, $600.00. | 

With the above information in mind, it mieht be of in-= 
terest to state that at NOPI accessible suggestion boxes 
ere provided in sufficient and strategic locations; color- 
ful, and simply but effectively worded cartoon-type posters 
are placed near them so that the employees! notice is at- 
tracted; and blank suggestion forms are available at eacn 
Mex, suzgestions are collected from the boxes weekly and 
logged in by the Recorder of the Beneficial Suggestion 
Committee. Receipt is acknowledged. The Comuaittee meets 
weekly to act on the submitted sugsestions. A little pam- 
pniet is prepared for distribution throughout the organi- 
zation, entitled "Employees Handbook for the Beneficial 
Suggestion Program", It contains in readable, simple 
language the major "key points" of the Program, and is ef- 


mectively illustrated to get these points across. Major 





headings include; Tne Captain's Message, What Is a Sugges- 
tion?, Types of Suggestion Desired, Who May Make Susezestiomas 
How Do You Make Suggestions, What Happens 66 Your Sugges- 
m.on, What You Get for a Suszestion, Additional Awards aia 
Benefits, These Suggestions Paid Off, and That's All There 

Mm to It. Under each heading a brief but clear explanatvies 
messet forth. Emphasis is given to the fact thet to be 
considered for an award, the suggestion must present a 
soluzion for, and not merely describe, the problem in- 
worved, 

A comparison of the Navy Beneficial Suggestion Program's 
features to a list summarizing "procedures found most 
satisfactory in administering the suggestion program to 
the satisfaction of both employees and munagement", and 
set forth in the Personnel Handbook, showed that the Pro- 
gram complied with every one of the eight procedures 
listed,o8 

Below is presented a representative sample of the 
write-ins submitted on question 44 by employees, together 
with the number of questionnaires containing the comment, 
or one similar thereto, enclosed in parentheses; 

1. It's an engineer's job to sugzest improvements. (3) 

2. Boxes available and system easy to use. (1) 


5 It is unwieldy -- unqualified people rate sugges- 
CLOW Me riaee (1 ) 

4, This program shows much improvement recently. (1) 
©. Engineers should not be paid for Beneficial Suggeme 
tions when that is their job. (1) 

6. Program needs more explaining -=- many don't realize 

itsepessmeerirties. (1) 
Sie6e, op. cit., p. 908. 
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We need more information on how to write sugges- 
tions. =e 

The Program seems prejudiced against Research em- 
ployees. (1) | 
I cannot submit sugzestions -- in line of work. {1) 
Some suggestions should be tried out before being 
ruled Opn.) 

It takes a long time to get a hearing. (1) 

Too much Engineering and supervisor influence on 
Program. (1) 

I hesitate to make suggestions lest my suvervisor 
feel I am belittling him. (1) 

Too much time is wasted on ordinary ideas. (3) 
Even the little sugsestions are treated as i:nportant 
as big ones. (1) 

I have received very high rewards. (1) 

Engineers have a hard time collectine, since com- 
mittee considers most items "line of duty". (2) 

My supervisor discourages it. (8) 

My supervisor would take the credit for it. (3) 
When passed through the supervisor, he is credited 
with a progressive idea. (1) 

l assist my people in preparing them. (1) 

My suggestion was used, but turned down for award. 
(6) 

My suggestion was pirated by others. (1) 

I lost faith when a suggestion wasn't accepted. (1) 
Insufficient incentives. (1) 

Compensation too poor for effort expended. (8) 

Too mucheeelrtics. (4) 

Resented by some department supervisors. (4) 

Too much red tape and delay. (4) 

What good would it do? (2) 

Should not put a maximum limit on awards. (1) 

It's my duty to submit suggestions without expecta- 
tion of monetary rewards. (1) 

Unfair handling of system, (10) 

It is as fair as possible. (3) 

It is a very good program, (3) 

They say too often, ‘It's a part of your job:' (4) 
Seems that the Board looks for reasons to reject 
rather than reasons to adopt them. (2) 

It depends entirely on the supervisor's help. (5) 


The above listing gives a comprehensive, but not exhaustive, 


summary of the comments submitted. From it can be seen the 


very wide ranze of feelings concerning the Program -- some 


are for it whole-heartedly, some are against it without 
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knowing why, and so on. Suggestions do not have to be 
submitted via supervisors; often, however, supervisors 

nelp the employee to express himself, or give him aid in 
technical matters. It appears that ina few cases, super- 
Mescors have discouraged sugizgestions rather tactlessly, 
probably by telling the exnployee the idea’ was no good, but 
without helping the employee to see why. Here again, the 
oft-referred-to conference training sessions for first-line 
supervisors would be of aid. Possibly merely thanking the 
employee for his interest and participation, and then asking 
the employee to examine his own suggestion more critically, 
and: to summarize its strong and weak vooints, would help 

the employee to realize why his suggestion was not appli- 
cable. Resentment is natural in cases where the supervisor 
wes Only, "It's no good, Joe; I wouldn't turn that stinkex 
in." As one employee wrote-in regarding the next question 
(number 45): "It depends. JI like the extra money, but 
Suggestions which would probably not involve money f0 to 

my Supervisor. He is sood about sugsesting that ideas 
which have monetary value go through the Suggestion Ppro- 
Pea.” Finally, management must help the foremen and 
supervisors to realize that it is no discredit to them to 
have numerous susyvestions originate in their work vroups. 

A vositive attitude toward the submission of suggestions 
must be built UD, and this is a long-term, gradual 


process. 
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Question Number 45. jl would rather pass my sussestions 


up the line through my supervisor than use the Beneficial 


Suggestion Program, 


6% O. No answer 4% 
21% 1. Agree 31%, 
44% 2. Disagree , 34% (40%) 
29% 35. eitomopinion 32% 


The inter-Departmental response was: 


Percentages of Response to Choice 
L 2 ©) 


Diem Annum Diem Annum Diem Annum 
Industrial 22% 29% 43% 38% 30% 29% 
Engineering Be) S23 52% 31% 20% Sa 
Research and Test 353% 535% 26% 535% 11% 28% 
Smaa lity 16% 28% 49% 37% 30% 35% 


In all cases, the Per Diem employees in every Depart- 
ment indicated that they would prefer passing suggestions 
through the Program. However, Research and Test and En- 
gZineering Per Annum employees were about evenly divided in 
their opinion. This could well be a reflection of the fact 
that these employees! job areas more usually call for sugs- 
gestions that might be considered a normal part of their 
moo, SO they turn more naturally to their supervisors 
with suggestions they may have. 

Question Number 46, "Red tape™ and delay are held to a 


iinimum in the Beneficial Suggestion Prorram,. 


6% O. No answer 2% 
20% 1. Agree 19% 
19% 2. Disagree 20% 


54% 3. No opinion 59% (56%) 
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Departmentally, the break-down wus as follows: 


Percentages of Response to Choice 


S 3 
Diem Annum Diem Annum Diem Annuwn 
Industrial ale 297 Io wel. 54% 50% 
Engineering Lom Lee 30% 19% 554 6475 
Research ani Test 17% 14% 22% 14h 61% 684 
mea lity 20% 21% com 287 525 50% 


From the above, it can be seen that a majority of employees 
efGa not have an opinion on this question. Perhavs this wie 
Bie to the length of the questionnaire, and the resultan® 
belief that a "no opinion" response was the easy way out 

4t this point! On the other hand, this could possibly re- 
flect the fact that a majority of NOFI employees had never 
submitted sug-testions, and therefore had little or no basis 
Mmoermeevaluating this question. In support of the latter 
viowpoint, 59% of the survey population indicated that 

they knew about the Beneficial Suggestion Program and 

mecec it, but had not submitted any suggestions. Here, 

56% responded with "no opinion", 

Of the employees reflecting an opinion one way or the 
Bther, a majority of both groups in Industrial agreed that 
red tape and delay were held to a minimum. A majority of 
both groups in Engineering and in Quality disagreed with 
the statement. Research Per Diems disagreed, also, but 
the Reseurch Per Annums were evenly divided. 

From the above, it can be seen thut employee opinion is 
about evenly divided on the see aeons It seems that the 


main sienificunce of the question's response was in 
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validating the general level of sincerity of response to 
the questionnaire, by cross-comparing the over-all response 
to "no opinion" in this question with the over-all response 
to choice three of question number 44, 

Guestion Number 47. The money and recognition given for 
accepted suggestions are strong incentives for getting 


ideas that might not otherwise be thought about. 


7% O. No answer 3% 
17% 1. Disagree 19% 

* 56% 2. Agree 54% (56 %) 
20% 5. No opinion 24% 


On a Departmental basis, the response was; 


Percentages of Response to Choice 
2 


Diem Annum Diem Annum Diem Annum 
Industrial 17% 19% 56% 61% 20% 18% 
Engineering 2O% 22% 52% 48% 22% 27% 
Research and Test 17% 13% 50% 52% 33% 29% 
Quality 15% 16% 62% 61% 21% 18% 


The above breakdown shows that both groups in all Depart- 
ments feel that the money and recognition are strong in- 
centives for getting ideas from the working force. The 
range of favorable response over unfavorable, among those 
expressing an opinion, was from a minimum of two-to-one to 
a maximum of about four-to-one. In this question, favor- 
able attitude toward the Program was probably far more of 
a factor than was the experience of actually having been 
given an award for an adopted suggestion, as witness the 
relatively low percentages over-all who had no opinion on 
this question. This response again emphasizes the facg 


that there is a wide-spread favorable opinion toward the 





Benny Program by the employees at NOPI; still remembered, 
however, is the fact that a majority of personnel have not 
contributed to increased productivity of the Ordnance 
Plant by making use of it. Perhaps in casting about form 
Sugsestions waiting to be made, NOPI employees could ap- 
meey Kipling's rule; 

"I keep six honest serving men. 

(They taught me all I knew, ) 

Their names are What und Why and When; 

And How and where and Who," 

Questions Number 48, 49, and 50. What three thinss do 
you look for most in a higher level job? 

(Here, three lists will be presented -- the first being 
first choice response by employees, the second being sec- 
ond choice response, and the third being the third choice 
response. Due to the number of the choices of response to 
this question, only the Per Diem anc Per Annum responses 
Meet be given. If the reader XS Lurther interested, wc. 
pendix A. gives the percentages of responses to all 
choices of all questions in the questionnaire except the 
"no response" ones, separated by personnel groups within 
Departments, for all Per Annum and all Per Diem personnel, 
and for the over-all survey population. ) 


Marst Choice Responses: 


2% 0. No answer 0.8% 
68% 1. Having more security 20% (33,) 
O.4%%2. Having more authority 1% 


1% 3. Being closer to the higher-ups 0.2% 
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1% 4. Having more independence 2% 
12% 5. Having more feeling that 
people appreciate my work 10% 
14% 6. Having a chance to do more 
responsible work Doi 
21% 7. Receiving more pay 26% 
st 10% 8. Mere opportunity to apply my 
training and know-how LS% 


For first choice, Per Diem employees! top three percentage 
responses were: 

Beerst, having more security; second, receiving more pay; 
and third, having a chance to do more responsible work. 
The top three percentage resvonses among Per Annum workers 

were: 
First, having a chance to do more responsible work; sec- 
Oma, receiving more pay; and third, having more security 
The three largest percentages of response for first choice 
among employees by Departments follow; (The numerals 


represent answer numbers as listed in the question, ) 


FIRST CHOICE 
Percentage Industrial Engineering Research Quality 
Diem Annum Diem Annum Diem Annum Diem Annum 
Highest a at y 6 aL fi au 6 
Next highest is fi v ot 7, 8% 6 7 al 
Third highest 6 6 6 1 -= 8 8 7 
Tie 


It is seen from the above that four choices of response 
included the three highest percentages in all Departments, 
and for both worker categories. There seems to be general 
agreement in this connection with the Naval Ordnance 


Laboratory's survey resalts of 1952, where the three 
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highest rated items wero 1) more money, 2) a chance to do 
more responsible work, and 3) a feeling that people apvre- 
ciate my work. In the NOPI study, it will be noted that 
Industrial workers of both tne Per Diem and the Per Annum 
Broups resnonded identically as to things looked for. J6p 
pecurity rates higher among NOrI personnel than it didw@ag 
Mee Ordnance Lab, and “opportunity to apply my training 
and know-how" is rated highly by Per Diems from Research 
and Quality, and by Per Annum employees in Research. Ex- 
pected were the high percentaces to “receiving more pay" 
mi the Per Annum responses, but as somewhat of a surprise 
Came the nearly as high percentigfe reflected by the rela- 
bively-better-paid Per Diem people. 


second Choice Resvonses;: 


5% O. No answer . 4% 

3 11% 1. Having more security 11g 
Q8% 2. Having more authority 2% 
Q5% 3. Being closer to the higher-ups 0.2% 
36 4. Having more independence 4%, 

16% 5. Having more feeling that peovle 
appreciate my work 12% 
235% 6. Having a chance to do more 
responsible work 20% 
26% 7. Receiving more pay 3 le ( 28%) 
14.7% 8. More opportunity to apoly my 
training and know-how 16% 


Mer seconc choice, Per Dien emoloyee's top three percentage 
meeponses were as follows (by question choice res»vonse Nuts 
Meee irom tirst to third): 7, 6, 5. Ranking of Per Annum 
Dercentagre responses on a similar buris gave: 7, 6, &. 

Here, both sroups have the identical firct two items, with 


meey the third differinrs. 
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By Departments, e:oloyees! response for Second "enolcen 4 
shown below, Similarly to the way portrayed for first 
Soi ce } 

oecOiD CHOERS 
Percentage Industrial Engineering Research — Quality 


Diem Annum Diem Annum Diem Annum Diem Annum 





Hichest freee 6 7 a 7 4 7 fi 

Wext highest -- of 8 8 OD 8 6 6 

Meeerd hizhest. 3. o,8% 1,6% 6 1l 6 8 8 
pap k atic 


Tiird Shoice Responses: 


15% Oo. No answer 4% 
9% 1. Having wore security 7h 
2%, 2. Having more autnority 4% 
Q3% 3. Being closer to the hizther-ups 2% 
74 4. Having more independence 8% 

13% 5. Having more feeling that peo- 

Dle appreciate my work 10% 
it 16% 6. Having a chance to do more 
responsible work 17% 
25% 7. Receiving more vay 237, (24%) 
21% “8. “Were Opportunity to apply my 
training and know-how 24% 


For third choice, Per Diem emoloyees! top three percentage 
responses were as follows: 17, 8, 5. Per Annum employees 
rank their tov three as fol¥ows: 38, 7, 8. In this third 
choice selection, the same items were selected by both 
meeps, Sut with reverse order of importance in the first 
two. Devartmental response break-down for third choice is 


given below, again similarly to the way already described: 





Percentage 
meee st 


Next hirhest 


_THIRD 
Industrial Engineering 








Diein Annum Diem annum 
oi 7 B v4 


8 8 4554 8 


Third hixhest 6 5 - 6 


“Tle 


CHOIGs 
Ree ee. Quality 
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Diem Annum Diem Annas 


2 8 
1 pss 4 
- 6 


8 


8 


Throughout thusequestion's responsesm€@otn Eraded aud 


unsraded groups! 


results for all three cnoices included 


Mee OL only five choices in the eicht listed variations 


of response. 


These were l, 5, 6, 7 


3 


bale mol 


An array "om 


how the over-all response for Per Diem and Per Annuwn re- 


sulted follows; 


Per Dtem 
ereder of rank 1 2 3 4 
parst choice > 7 [Gas 
Second cnoice 7 © JoemES 
Mnird choice 7S "Sree 


ime looking for a higher level job, 


oy) 


1 
s) 


Per Annum 


NE IES SS 


8 


ie (sie 


7 


be 


seen 


4 9 
oe 
co 
Do 4 
from 


the above resoonses thut the NOrI employees consider the 


meelowine thints most important: 


Mevine sore security; 


Beeace to do more responsible work; 


Per Annuiepersonne]l -~ naving 


receiving; more pay, 


Per Diem versonnel 


and having 


a enance to do more 


responsible work, receiving more pay, and receivinz more 


Sepportunity to apply their trainings and Imow-how. 


In several studies reported by Tiffin?9 some similarity 








Do 


Op. cit., pp. 459-50. 
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to the NOrI results for Per Diem workers was found, in 

that similar types of workers in private industry ranked 
steady work ("having more security") above pay. In general, 
however, it appears that “amount of pay" is a more influ- 
ential factor looked for by NOrPI employees than it is in 
some areas of private indistry. Pay levels for Per Annum 
employees, especially, are considerably below the going 
rates paid for similar capable work performed in private 
industry. However, general. working conditions at NOrlI are 
excellent, the majority of employees are reasonably assured 
Of job security under Civil Service reguiations, and most 
Of them are motivated by a hish sense of duty and loyalty 
in working for the Navy. As a result, the relatively low 
remuneration is effectively counter-balanced for the most 
Part. Still, in these times of engineering and scientific 
talent demand, when a graduatins college senior can rela- 
tively easily pick out his choice of several possible 
$5,000.00 a year jobs, it is difficult to hire engineers 
and scientists into governmental positions which pay ex- 
perienced personnel $4,205.00 a year, the first step-in- 
grade salary of a GS-7; and may pay starting engineers and 
mathematicians only $3,410.00 a year, the initial stev-in- 
grade for a GS-5! Thus it can be seen that desire for more 
pay received would be quite influential at NOPI. The im- 
Mea@iate effect of this pay factor on productivity is un- 


known. Older, more senior employees, although they may 
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PYroOuse a Dll uememercir st.tus in comparison to other 
technical or professional men in the comaunity who work 
for private industry, tend to stay with their jobs. How- 
ever, it is ditfiegazy to build up young renlucements ime 
the organization when they enter with as retention rigitw 
or permanent Civil Service rating and get such relatively 
low pay. As vointed out earlier in this study?0 only 
Congressional action can tac toes the salaries of these 
graded, or Per Annum, employees, so this is above and be- 
mend NOPI control. 

Questions Number ol, 52, and 55. What three items in 
the list below seem to count most in determining whether 
Or not a person at your level will get a recommendation 
mee promotion to fill a job vacancy in your department? 

(As in the precediny question, the results of response 
to this question will be presented by means of three 11sts 
-- the first showing employees! first choice percentuges, 
the second showing second choice percentages, and the 
third showing third choice percentages. An inter-Depart- 
mental breuk-down of response will be set forth to facili- 
tate sari son Gmmeeen choices Tf farther interested, 
the reader is referred to Appendix A. for the detailed 


oercentage breakdowns of these employee opinion summaries.) 


meerst Choice Responses: 


4% 0. No answer aye 
6% 1. The amount of work a person 
turns out 3% 


—_ ¢ 
50 se¢ footnote 2. 





8% 2s )%ne Lleneth of time in the 


Ordnance rlant 10% 
15% 3. The amount of initiative a 
person shows 14% (15%) 
11% 4. The exverience a verson has 
in the job 9% 
20% 5. How a person stands with the 
person he works for 15% (18%) 
8% 6. The quality of work a person 
turns out 10% 
1% 7. The length of time since last 
promotion 4% 


8% 8. The ability and training a 
person has to have to do the 


job 14% 
1% 9, @iesideas and originality 4a 
person shows 3% 
18% 10. Who the person knows in the 
Ordnance Plant 15% (17%) 


This shows that, over-all, Per Diem employees rank the 
order of itmortance of the response choices listed for 
memes Guestion, trom first to fifth, as follows: 5; lO; sa3 
4; and a three-way tie for 2, 6, and 8. The Per Annums 
show: a two-way tie for 5 and 10; a two-way tie for 3 and 
8; and a two-way tie for 2 and 6. Again, this shows little 
difference in basic attitude between the Per Diem and the 
Per Annum response ranking. The first three items are 
identical. The fourth choice of the Per Diem people was 
"the experience a person has in the job", while for the 
Per Annum employees, it was "the ability and training a 
person has to have to do the job". Third choice of both 
may be taken as "the amount of initiative a person showee 
althoush Per Annum people gave this the same resvonse as 


meee listed above as their fourth choice. 


}-+ 
~} 
O 


Wat is conms@ecrcdii¢chly significant from the above 
results is that both groups, percentagewise, have as choices 
one and two: "how a person stands with the person he works 
for" and "who the person mows in the Ordnance plant". 
Since these expressions of opinion are so venerally felt 
py a major pa ncemmes of the surveyed employees, it is a 
merong inijicution that fuvoritism plays no little part aa 
Bane promotion system at NOril. tn the above percentage req 
Sponse tabulation, not only the largest over-all NOPI per- 
centuge was listed, as has been done on all questions pre- 
Meousily, but the second highest and third iiigshest have alee 
been presented. The total of the first two response 
choices of all employees is 55%, representin:ss over one- 


mera of the population surveyed! 


= 


mee credtesemmemuec LO NOFI resulting from tnis sen ie. 
Mmectionnaire inmay well prove to b2 the attention directed 

a 
Memonis belief concerninsy favoritism. To back up this 
highly unfavorable percenta:sewlse response by employees, 
Mer One hundred sixty sep: rate comment write-ins Were Cons 
Meeeped with this subject. Trus, tnat is relutively a sma 
muuAber from an over-ull percentage stondvoint, being in 
Mees neiphborhncos of ten per cent; Sut when taken on the 
Mums Of the percenca;e of sll coru:ents submittei at the 
Pa) of tie Guestionnaire, it represents about one-Jifth 


Mee thnis total. 
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The Industrial Relations Handbook states: 


One of the chief results from an attitude survey is the 
knowledge it zives of different foremen. It will even 
be possible to prepare a percentuse comparison between 
departments. This usually leads to increased interest 
on the part of foremen and department heids in strengthen- 
ing the morale of their departments and in unearthing 
the factors that have been responsible for poor attitudes. 
These factors are disciosed by the specific form of tHe 
questionnaire. When physical and environmental factors 
are the same as in other departments, and one depart- 
ment is sisnificuntly below that of the others, two fac- 
tors are usually responsible: 
(a) Unsatisfactory relations between the foreman and 
a considerable percentage of the employees. Usu- 
ally such attitudes are expressed in the form of 
complaints about the foreman, such as: 
, He Seer qualified for his job. 
He does not know how to handle men. 
He cannot discipline men. 
He criticizes unjustly and improperly. 
He does not give a fellow credit for what 
is done. 
Hee aeemeeor nothing about comlaints. 
He does not play fair. 
He shows favoritism. /Emphasis added7 
These complaints are potent determiners of attitude, 
When a small number of workers give voice to them the 
real cuuse may be in the complainers, but when a reli- 
able percentage gives them, it is fair proof that the 
management needs to do a better job of selection and 
training of foremen. Often the remedy for these com- 
plaints is not difficult to administer. Many foremen 
will improve quickly and noticeably when they see the 
results of a good survey. Others will te surly and 
Sullen, deny the justice of the complaints and other- 
wise prove they never should have been foremen in the 
first place. 
How Cliques Are Revealed: Few other causes compete 
with cliques as a factor in making trouble in a plant. 
They are difficult to detect, difficult to remedy, and 
even when they are known to exist, their very existence 
is difficult to prove. Thus we come to the second fac- 
tor which brings differences between departments. It is 
(>) Unsetistaerory fellow workers. The social forces 
that make for a poor attitude on the part of a 
small percentage of employees in any one depart- 
ment may be of many kinds. The following are 
examples taken from actual studies: 
1. <A Self-appointed social head who is not ac- 
ceptable to the entire group. 


Lie 


oe UMemeresence in the group of an overzed ser. 
advocute of an ism; sanetimes it is a reli- 
Brous zeulot; at other times 10 is a wove 
be union agitator; at others, 3 health fad= 
Uteommeone at others, a political aspirangiee 
im uany case his enthusiusm creates antafonism 
and the silent partners rebel. 

5. ‘The oresence of cliques. They may be former 
arould any issue; Geogrichical proximityg 
peltetous affiliations, club associatilomem 
educational interests, national attachments, 
OPwamy oth::r of the inany factors that Cieeemme 
common interests. With these cliuyues some 
einployees are not syinpathetic, and their lack 
of sympathy widens the breech between them 
and their fellow employees to such an extent 
thav cooperation in any form of work ise 
possible. 

4, A feeling of inferlority or superiority. 
Bitmer is disastrous and is soon sensed aa 
the gang and treated accordingly. 

maese social forces cannot eagily be uprooted, It iii 
seem cowardly to recomend a runaway policy, tut in many 
meen ceses thavede the only one that works. Intrenemee 
cliques cant.ot easily be dissolved, and if new members 
are not accepted to or by such groups, transferrine (Thee 
employees to a more potentially agreeable relutionship 

is the only way out.Sl 


Despite the rather highly favorable results accruing 


mrom the ceneral responses to the other questions asked if 


moes Study, it can de seen that NOPI employee opinion con- 


mening this promotional question is considered to repre= 


meme an unsatisfactory condition within the Plant. 


The three largest percentapes of response for first 


choice among emvloyees by Deoartments follow: (The numerals 


represent answer numbers as presented in the question.) 





lindustrial Relations Handbook, op. cit., pp. 515-17, 
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PiRST CHOloe 
ineueccrial Enginee ring Research Quality 








Percentage Diem Annum Diem Annum Diem Annum Diem Annum 

Highest 5) O,o% 110+ 10 S) 8 10 5 

Next Hichest 10 -- -- 3 2 5 Giese 4 

Third highest 3 10,8 S 8 as 2, 3% 10, 6%: 
“Tie 


Hrom the above it can be seen that “how a person stands with 
the person he works for" and/or "who the person knows in 
the Ordnance Plant" is included in the top three percentages 
of every group in every Department. The Engineering De- 
partment, and the Quality Per Diem employees sive "who the 
person knows" top listing, while “how the verson stands 
with the person he works for" is given top billing by all 
other troups in all Departments, except for the Research 
Per annum people, who give it only second Peeat response 
and save the most support to "the ability and training a 
person has to have to do the job". Also, together with 
the favoritism-sugresting response, two groups had an equal 
response nercentere in the highest percentage category: 
Engineering Per Diems had "the amount of work a person 
turns out", while Industrial Per Annums had "the amount of 
initiative a person shows". 

Due to the situation exoressed above, it is considered 
See orime importance for NOri supervisory levels, from the 
top down, to re-exam®ne the manner in which promotional 


policy is being actually carried out at the Piant, and in 
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their individual areas of responsibility. If a careful 
and searching examination and audit shows no basis for 
this widely-held employee opinion of favoritism existing 
to a large extent, the facts should be presented and dis- 
cussed with the working personnel. If, on the other hand, 
the examination, investigation, and audit do show favoritism 
to be present in many ode positive and swift means must 
be taken to halt this practice before an over-all drop in 
morale and attitude of the working force taxes place. 
Continuing with the employees! response to this ques- 
tion, the tabulation of results for what coints second- 


most in being recommended for promotion follows: 


8% O. No answer as 
3% 1. The amount of work a person 
turns out 2% 
DG oe meteemlengcth of tine in the 
Ordnance plant 6% 
12% 8. ‘The amount of initiative a person 
shows 13% 
144 4. The experience a person has in 
the job 15% (144) 
18% 5. How a person stands with the 
person he works for 164 (ive 
14% 6. he quality of work a person 
turns out 13% (14%) 
5% 7. The length of time since last 
promotion 7% 
8% 8. The ability and training a per- 
son has to have to do the job 1% 
3% 9. The ideas and originality a 
person shows 5% 
8% 10. Who the person knows in the 
Ordnance Plant 11% 


For this second choice, Per Diem workers! three highest 
Percentages of response were recorded on items 5, and a 


tie between 4 and 6; Per Annum highest percentages of 








response wore items 5, 4, and a tie between 3 and 6. Ton 


ranked by both sroups is “how a person stands with the 


person he works for", followed closely by "tne experience 


a person has in the job", "the quality of work a person 
merns out", and; @eance it was siven equal weleht with tie 
mast ite.. by the Per annum group, "the amount of initiate 
Peeperson shows" 

Among employees by Departiacnts, the second choice ranking 
og » ° 
See items in the List were: 

LSCOND CiOICE 
| In@peerial Engineering ~ Research | que 
feercenteace Diem Annum vien Annum Diem Annum Diem Annum 
Highest 5 4 
ext hisnest ago) = 
Mar.) iighes 4 
+Tie 


How the person stands with his supervisor receives top 





Meg frou Industrial and ee ee Diem peonle and 
[een js.isineering Per annuus. Industrial, Research, and 
Seeeeity Per Annun amployees rank experience in the job 
Memeevest, atil Nescarcn Per :nnumns and “ngineering Per Diems 
Meee the initiative a person shows foremost. As next-to-= 
Mmgest rated, only Industriiul ter Diem employees list 
Memo tne person iznmows in the: Ordnance Plant", indicating 


. 


my this croup seetmancly has the stron-est attitude that 


7 


Meeor.tism plays a stron: part in the »romotional scene. 


The results for what counts third-most in beins= recom- 


mended for promotion show: 


144 0. No answer 9% 
4% 1. The amount of work a person 

turns out 4% 
9% 2. The lencth of time in the 

Ordnance Plant 9% 
11% 3. The amount of initiative a verson 

shows ike 
8% 4. The experience a person has in 

the job 8% 
6% 5. How a person stands with the 

person he works for ere 
15% 6. The quality of work a person 

turns out 17% (15%) 
4% 7. The length of time since last 

promotion 1% 
144 8. The ability and training a person 

Meemro CO a job LES 
74 9. The ideas and orizinality a 

person snows BY 
8% 10. Who the person knows in the 

Oramance Plant 9%, 


On this listinz, ber Diem employees! resvonses showed a 


69 


ranking of 6, 8, and O. Per Annum employees! percentage 
Bave a rankin; of 6, and a tie between 3 and 8, 
Inter-Departmentally, the results were: 


THIRD CHOICE 
Tne geeeial Engineering Réaearch Quality 





Percentage Diem Annua Diem Annum Diem Annum Diem Annum 

Highest 680:: 6 310s: 6 oi) 4 2 4 

Next hi.:hest ~- 8 -- o ae 8 , G% 3 o 

Third highest -- 4 6 g 8 — 0 8 
“Tle 


."Who the person knows in the Ordnance Plant was tied for 
Mirst ranking for third choice with “amount of initiative? 


among the Engineering Per Diem personnel in tiis tabulation; 


Jeg 


CASteeets LUS Gime opearance in the listinee In its 2 ig 
appearance in Goowrankine, “length of time in the Ordmemee 
Plant" was the item  ,zivern by yuality Per Die.a psople. “Ale@ 
maxing its first appearance was “length of time since Tame 
promotion", resipena@ed to for third choice by a majorite 
Research people, both Per Diem and Per Annum, 

An array of the choices of items selscted by personnel 
Categories follows: (The numerals stund for the items as 


Meseced under the question, ) 





Per Diem Per Annum 
eraer of Hamk al og o= 3 oe 
First choice 5 Ome 50% -- 38% 
second choice Oo 46% -- 5 4 36% 
moird cnoe lees 6 8 O § 38% -- 

eoiere 


[een all tne above, it can be said that, in the oninion os 
NOPI employees in general, whut counts most as to whether 

a person Gaal be recomnended for vromotion ut the Ordnance 
Plant are: 1) how the person stands with the person he 
Merks for; 2) the quality of work a person turns out; aide 

5) who the person knows in the Ordnance Plant. These seem 
to hold true for employees whether they ure Per Diem or 

Per Annum, althougs: rer annum employees give equal weight 
to first choice between 1) and 3) in the preceding sentence, 
Indications are that of the entire survey population, one- 


third-to one-half of the employees believe that "how a 
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person stands with the person he works for" and "who the 
person knows in the Ordnance Plant" are two of the three 
most iinportant items which determine whether or not a per- 
son will be recommended for promotion at NOPI, 

1061 comparison to the above findings on this question, 
the results of the Naval Ordnance Laboratory opinion sur- 
vey in 1952 indicated that the three things which appeared 
to determine whether or not a person there would be recom- 
mended for promotion weres 1) the length of time at the 
Laboratory; 2) the amount of initiative shown; and 3) how 
you stand with the person you work for. The Survey Com- 
mittee Chairman's report to the Commander, Naval Ordnance 
baboratory, stated, in part, "A large percentage of 
Laboratory personnel seem to feel that favoritism plays a 
large part in vnether or not an individual is selected for 
mmeomOtion .. . oince tmnost people are satisfied with the 
advancement they have made, this would seem to be a feeling 
based on what peovle think rather tnan what they have ex- 
perienced, "62 « Towemepinion of Tavoritis a appears to be 
even nore pronounced at NOPI. 

In conclusion, whether this attitude is justified or not 
at NOv1l, it is present and to a wide degree. Management 
would do well to seek the facts and to attempt by its 
future actions and by strict adherence to basic promotional 


Melicy, as set forth in NCP1 160, to odify this unfavorabee 


a see, 





| a er 


S2contained in a Memorandum dated 18 February -1953. 


employee attitude as to fevoritism ard cause it to change 


i” the rient dipecwron. 


Results of Terminal Employee Comments and Supeestions 

At the ceneim@eion of the last detailed question, 
member §3, of the ECPI GiFLCYEE CPINION questionnaire the 
form stuted: 

eon, if you have any sugresticns or comments that you 
think are worthwhile, please use the blank space below to 
merce them. If you care to explain further certein strong 
feelings tovurd some aspect of yceur jot ind the NCPI 
atmosphere in general, feel free to do so." 

In resporse te this 398 employees submitted write-ins 
which Mere classified acccrding to the plan shown in Table 
a ig & wide variety of comments was expressed ty the enm- 
ployees and an appreciable numter of them did not bear 
Merectiy cn the content of the questionnaire. Cf this 
entire response, 18 per cent expressed favorable comments, 
69.1 per cent expressed unfavorable comments, and 12.9 per 


cent expressed suggestions toward some aspect of their 


eemeroyment situation at the Crdnance Plant. «A detailed 


02 see xtove, pp. 41-42. This plan was devised for 
Mero Study irom basic information previded in Bulletin 


Meeeoer 21, Polls Of amployee Cpinions and what to Do with 


Them, (Fasadene: Industriel Relations Section California 
Mereitute of Technole;y, 1952), pp. 19-22. 





A detailed breakdown of the tabulated results by personnel 
group and by Departments for each (ten Oi the Classifica- 
tion Plan will be given tc the Commanding Cfficer, but is 
w@o lemethy for inelusion in this report. 

Sithough many individual items were considered sig- 
nificant, for reporting purpeses herein only those categor- 
1es which polled a response of one per cent or more of the 
NOPI employees participating will be listed. For each of 
these classifications at least one representative, possibly 
edited, sample comment will be presented to show the read- 
er some typical employee opinions. The writer would like 
to emphasize that certain responses consisting of less than 
one per cent of the surveyed population were pertinent and 
eery ing of management's attention; however, they repre- 
sented fewer than seventeen individuals' opinions each, 
and this study is more concerned with larger group opinions. 

In the following presentation of comments, each clas- 
sification item to which one per cent or more of the 
studied employees responded will be listed individually @&s 
& seperate heading. If considered to have been fully 
enough discussed in a related detailed question in the pre- 
eeding part of this report, ecnly a brief summary will be 
reported. From among ell the comments submitted by employ- 
es concerning the particular area, at least one represent= 
ative write-in will be selected for inclusion for each one 


per cent of employees who registered the comment or sugfes- 


ai: 


tion. In order to protect the employee's anonymity, a 
minimum Of Oaraeaeti, may be rescrted to, but in the 
Mein it will bew@ typical, verbitim response. In order 
for the reader to visulaize the number of employees con- 
menting upon the particulsr area, & one per cent response 
mepresents seventeen individuels, while « five per cent 
response represents eirhty-three individuals, out of the 
meal Of sixteen hundred and fifty-four perticipents in 
mee study. It will be recalled that twenty-four per cent 
of the total participators submitted at least one different 
Comment each. 
NCPI 2nd NOPI Top lisnagement. Five of the six items 
under this main heading received sufficient comment for 
inclusion. | 
Under the subeneading of Crganizationel Policies , age 
per cent of the employees submitted unfavorztle comments. 
One such submitted was: 
Meco NOt think you will,find another plcont of this Size 
where the iiethods Div. is under the Herd of Production 
Meetrol. Gis Te not u fgood situetion. 

mnother taken from this cuterory was: 
I feel that the present reorganization of engineering 


Dept. h@s lowered my morale highly tecause of shifting 
me to a group I do not know und do not like (tyne of 


work). Further more I wes not censulted in any of these 
meves. lm COmtemrinting Suiting this plant for this 
rezscn. 


iemest be consiceéred thet althourh two per cert o° employ- 
ees submitted unfavorable cemnents concerning Crgeenization- 


Meme Clici@ss @ertetu veriety of expression on many differs 


ACIE 


ent policies resulted, of which the two above sre represent- 
ative, but not necessarily typical. The unfavorable com- 
ments in this category outnumbered the favorable ones by 

&@ ratio of 20:1; while they also outnumbered the surges- 
tions submitted, the ratio of expression here was only 5:1. 
So thet an erroneous impression is not s¢iven by merely 
quoting the unfavorable responses to this general topic, 

an example of both a favorable comment and a suggestion is 
presented, for this first classification category only. 
However, it is considered that this example's treatment of 
all three divisions of write-ins will serve to recall to 
tee reader, in Subsequent topic results' listings, that the 
Minority percentage responses also contain a great deal of 
comment that is of interest and value. A favorable con- 


ment submitted was: 


Reorganization of Engineering Divisions was needed--pro- 
eress is being made. Eight hours pay is being given for 
less than 8 hours work in some cases. 


And, @ suggestion: 


It is the writer's opinion that a Civilian Head working 
directly under the C.0. and having "a command" over all 
Departments would be.of great benefit to this station 

in that (1) The.command chunges every two years and does 
not give the C.0. sufficient time to become fully ac- 
quainted with all station problems until after the first 
year; then the second year he hasn't time to initiate 
(or follow through) any improvement program. (2) A per- 
manent Civilian Head (by the fact he is permanent) would 
me 3) 2 PeSition to k@ep abreéest of all Station activ= 
jties thereby being of rreat assistance to the incoming 
Caw. im that he would be able to inform the C.0. of all 
activity and would be able to carry on in to new command 
any programs initiated by the Outgoing Command. (3) A 
"strong" Civilien Heed over all departments and working 
Girectly under the Captain should result in 


a. More unity--(the entire station to perform “as 
one" rather then 3 major dep&ertments end 6 minor 
ones(; 

b. Duplication of work should be decreased; 

ec. Better inter-department relationships. 


Bance no particular trend was evident in the unfavorable 
responses, the writer makes no suggestions for maenerement 
action in this field. 

Under the sub-heading of Menarement attitudes, one 


per cent cf the employees submitted unfevorzble comments. 


One such was; 


wny doesn't the dept. Head have a little more respect 
to the whole dept. instead of speaking te one person 
moa LUrMnine fas nNead to keep from speaking to others== 
Put each and every one on the same tasis instead of 
EaAowime partigiity. 


The ratio of unfavorable comments to favorztle comments 


was 10:1, and the ratio to suggestions was 5:1. 


Under Management Procedures, unfavorable comments con- 


prised two per cent. an example was: 


Recently Nopi made a change in their ratings and pro- 
motions of pay. wWhich I believe was not fair. There 
had been several pecple get there rating and raise. 

And of course they fot to keep it. But then others 
didn't for they decided you hed to be hear longer. Yet 
Seners got thiers. Its alright not to give a raise to 
anyone. But not put you Lack after so many others hive 
Poetcen thiers. They should find @ more fair wey to do 


such things. 
The above indicates the need for the emphasis pleced on ex- 
pee@ining the reasons for changes Replesne meaning tCehinge 
them more carefully and fully to employees, which means 


that communicetions need to be improved throughout the 


@feenization. This situation was dictated by a change in 


Civil Gervice ferme cicrs, sna@Was one cver Mich NCP igen 
no CoOmerol. “Yeummerie eoricyree blames NCP] and iirop ae 
Goesn't rehlize they KOFI wes only crrying cut instruc cae 
fromm higher a Steerer teking the acticn it dic. Cem 
munies tion betterment might not have ensed the feeling of 
leas Cmployee that he @ot "ryoped", Lut he sould Rave GE 
Beost realized that NCPJ] was not the ofre in the pictures 
Another example of an employee being critical tow:rd 2 manége- 
Mert rrocedure is exemplified Gyuthe oelowine: 


ceme ef the cider emplo:‘ees cculc do better in their 
work and would feel more like cocing tetter if they were 
treated as they shculd be and ee the opportuni ty ie 
Siu in On “Orem ponsible jots tnd cculd fet tc Thea 
mop Of Glee ccd Cf cee in new help <1] Gis 
time and ster spins them up ind ™tcve the clcer emrloy@aee 
Mets i feel aeaepe-e re done 21s0 in the departments oa 
Peesruient euw~ermvisors cond by the Plant supervisors 

that sare over the cenirtment supervisers. 


peece several other comments were concernec with the feel 
Ing that NCPI “hired in" cutsiders rather then DYrCite Sis 
J igrelse within, there me ssome ccrceern on the port of at Teme 
eyrew emplovees thi.t the opportunities fer their ndvance- 
ment Gre pe.olizeda therety. For the crener2nl iter concern- 
ing minegemernt precedures, the unfevoreble comments' rzetio 
Pemeevoraorle cones “as 20:1, and to suggestions, 10:1. 

The rext sub-heudir;, Employee Attitude tow.rd MCrie 
Mee-1ve0 the oirhest fivoritle rescronse, three per cent, 


Typical of the commerts submitted were: 


<a past experience here 2t NCPI hes always teen hapny. 
avery em 


) ployee I have enceountered hts slwass shown in- 
terest ard pride in his work. JI believe we #1l knew the 


am pOrtlnce sci sour Je and hove the desire to do the best 
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they can. The workin; conditions are excellent and the 
instruments of the lutest types ,which shceuld muke any 
employee who want to lenrn can do so, this is another 
meuneod Gi Jol mmmrerest, 


and 


I have yet to find a cleaner, more satisfying plant to 
work in. 


and 
Generally speaking I feel that our perscnal dept. does 
pmexcel len jomeet screening applicénts. Cur feetom 
employees are 2 higher type individual than J have ever 
found in other factories. 
Here, favorable comments had 2 6:1 ratio over unfavornrtle 
ones. 
The next sub-head, Employee Attitude Toward Menage- 


ment, showed & two per cent unfavoratle write-in. An ex- 


ample: 


I have a feeling no one is t® criticise mansrement or 
Hnagher supervision--Do as I say not as I do. Example; 
my supervisor raises "Hell" at the very mention of 
Meave (time off). Yet he will steal mcre time than he 
approves for cne of his rersonnel. Yet top management 
moees ncthinr apout it. 


And enother: 


You can not héve teamwork or meet production schedules 


when there is an atmosphere of dissention among employes. 


I huve seen app. 6 or 7 promotions or advancenent 

delegated by higher ups over fellow employes who have 
seniorty and more experience in their fields. lsanage- ° 
Ment.versus Lator at this station is controled purely 


by ifWanagement. Wheat I mean is the working people do not 


meceive proper Creaqit in recornition of thier servises: 


Nopi ----- leaders or ring is kr.ct very closely with one 
another it weuld be herd for any one to work toward that 


ave al i 
A ratio of 20:1 unfavorable comments over favorable ones 


was listed on this response. 


SUpCtvaocmoum—men.er this clussific:tion, oniv same 
item received mcre thin one per cent of write-ins. This 
mos une Supervisor to Sutordinate one, with three per cent 
unfavorable response. One example wes: 


eel eonditions «.t Nopi cre the finest, Gam 
cupervisory material chosen here cain only be explrired 
by saying "Not fee YOu kno® but who!™ No pride in 
your department results from pcor supervision and shows 
meresults Oblamiced from each individual. 

Po Liner wes: 


I never saw ~ plece where the inmedinte supervisors can 
wen ina dc nothing dike they do at HOF]. 


A third example: 
Mee SUperViSerseat hcpi have practiced race discrimi 
mon 10r SOwmewyevyears th.it they aren't ashamed anwagm 
For fear they will lose their jots is the reascn the 
Nerroes seldom compluin. «a4 new supervisor is usually 
morly ¢OCC su sorovidirng he isn't in the clique. 

The unfavorable resvonse ratio to favorable in this sub- 

Meee wos 5:1; to Sugeestions, 10:1. «a eccnsideratle number 


Pad 


Meese COMNMents reilectingr unfavorally on supervision seem 


meee re: lect Gn opinion that the supervisor wouldn't bac 
Memes Wen, and was interested tco much in imrressing Fis 
own boss; some also menticned thiut their supervisor wus 
Peeevane tor production so hard at the expense cf human 

[meee Ons that production was actually falling off, scrag 
was increnrsing, and &é feeling of tenseness result- 
Pemeeerourncuy their work froup; still others compinined Tham 
Meee ver received credit fer ¢cod work. As cne employee 
Memeeoed 1u,"if BHewever came un to me ind slappec me cr tae 


eee U0 Sat ees 6 ocd job', I'd falinti" Luch Fame 


for improvement in supervision seems to be indicated, espe- 
eigily in the Tr@aevriel Department, ampheres & large mi jor- 
moy Of the write=ims oOririnited, both from among fer Annum 
@noa Fer Dier percenmmel. The Enrincering end Quality Fer 
Diem employees also were represented, but to lesser ex- 
tent, as were the Peeeerch and Test and Engineering Fer 
Peo people. Im spite of the fact that only three per 
@mu Of the employees were represented, over-all, in the 
write-in here, some of the comments mede would tend tec re- 
inforce the results of the detziled questions relating to 
Peeervision. ms stated previously, it ap;ears that some 

' 
conference training of superv#®Sors in industrial psychology 
and human relations, especially on the lower levels, seems 
very desiretle in order to improve employee-supervisory 
@eracionships. 

WOb Satisteeulon. Four topics under this major claae 
mmemeeticn polled one per cent comments or more. 

Unger the sub-=pemding of General, one per cent sSuba™ 
mitted favorable comments. Two per cent subnitted unfavor- 
able comments, making the unfavoratle to favoratle ratio 
ei:l; the rnitio of unfevoratle comments to suggestions was 
5:1. An example of a favorable comment was: 

The most important factors for a food business connection 
are prevalent at NOPI. The work is fascinating, the 
people friendly and intelegent, and the supervisors 

treat us end our ideas with the dignity which we feel 

is deserving according to the best of their ability. 


an unfavoratle example stated: 


Weewel “hirecowea wt OPI, Iwas told tht I was hired 
because of my Navy service and exvnerience. Since my 
Navy service, I ¢rcdcueted from a university, rut was 
told that my university training was not needed. Vo ef- 
fort was ever made by NCFI to use my college training 

or experience and none was even pe eae therfere 

I feel thet NOPI wasted manpower tv placing me in ene- 
ployment here. I a: now lect ee the employ © of NCE I gm 
better employment, and incidentally, tetter par. 


And another: 


ime Ceparim@emy., the pressure exerted upon enploveg. 

to make tice on the close tolerance jobs is :bsolutely 
fiero lisine Smominvites scrép. S25se€ up on the presse 
sure for time, or re-time jots so us to mike it possible 
Por 2 conscientious worker to be sure ard still Le Goa 
to make his time. Very ftew including the oldest and 
mest ex~perienced men oe time end no one does COnSaamm 
Pmtly. It is most discouraring to do your best and tiem 
be told you were fur over eee #hen we do cave time 

me receive no praise or complinents. 


The last two sentences in the comment above are ccnsidered 
memeccially sipnificant. <Arain, better training might hele 
in one of several ways: 1) 2 ctrefully made snalysis of 


x 


Mee OD ic be aqenme on the part of the ti: 


Fy 


12 estimator might 


ee 


Sncw that his acmieiiod time was unrealistic, or SACWwiita 
meer the methods used ry the machinist weren't the best 
her careful, Voump yea wWcork and he woule trerety help wae 
@eereatcr to make the estimated time; or 2) in occasional 
Meeemro. Praise Or reassurance on the pert of the super- 
Meee mip ht GOtivate the machinist to i:iprcve his ptce ang 
Mifemense 12.5 Concentreticn cn the part being worked with 
Memeeere ule €Stime@Gea time uldn't seem sc difficult tec Wiese 
Seeemmecare 15 G@Kem to pronerl: check Lelts 2nd lutricat 
Bearings periodically, for experience has preved th.t thege 


Mee ete LIVE Megmvenaice wrctices pay cff Cor muchineryg 


Mery net then, cecagacmualy, drop = compliment to the cper= 
weer Of treat Goer ond consider thet as a Simil@r 7 aaa 
Of preventative mainterance, if the term “human relations” 
doesn't seem natural. 
For the sub=heading of Advancement Cpportunity, @ 
two per cent response was recorded fcr unfavorable comments. 
There were no favorctle comments in this category, while 
Eee ratio of urfaverabtle comments to suggestions was 5:1, 
Most cf the comments came from Per Annum personnel and some 
came from each Department. An example of those submitted 
was: 
OrecrniZatiom@l vacancies are « prime factor in getting 
peeorOROUION.  toe1s disgruntling to reach a tottleneee 
eere therewiceme Chance of promotion regardless of 
Guties 4nd abilities. I'm certain many turn to industry 
for tetter ney when this heppens. 

And another: 
The system for advancement is bad. . Employees are listed 
Man €roups Oresteps, i.e., 1,2,3. When reaching #43 
that's tops. Eventuslly most men reach step 3 se they 
are all in one class--no chance for outstanding work ap- 
preciation. 
Under Recognition of the Individual, a one per cent 
unfavoratile response resulted. This unfavoreatle response 
Meee tne ratio of 10:1 over toth the favoratle comments 
and the suggestions turned in. Cne example of an emplovee's 
, . o 

write-in was: 
Peecreqit 1S piven for years of faithful service and Gog 
tributions the plant efficiency--Nopi takes peovle for 
granted whe have been here for awhile and vet will pro- 
meLe rapidly a new ian who comes in and talks a goca Joue 


The old timers eventuslly heve to do the job cut get no 
ered it. 


bay. ONC ewee ee hevding, the only item to draw a 
ene ner cent response wis Internal Reluticonships, untavor= 
able commerts. Its ratio to favorible resronses was 2il. 
An example was: 

“247 incentive fer Fer Annum emplovees has been sericus- 
y neglected. Fer Annum employees have not received & 
general pay reise since 19£1 while per dicen emplovees 
have received continuous increases. 
This item wes recognized to be above and beyord the control 
Seeecrl bv nearly 411 emplovees surmitting comments; hewe 
ever, it is 2 serious factor and appeared to be the primary 
Meco! Advanced fer pecple plenning to resifrn in the near 
future, of whom there were severnl. 

WOrKiln“e G@memeocrs. Under tl.is heading, there were 
Memerne per cent resoonses on any iten. Ecwever, 2 maj [oni 
Mecne peonle who wrete feavoreble comments ccncerning NOPD 
Meee Diace to ork mentioned the erxcelle:.t working ccu- 
eewions. 

Pictur euepmeemenificiency. There were twc sulle 
Megeanes in this category which drew one per cer.t each of 
employee response. One wns General, and unfavorable ccm- 
fees ted the favorable write-ins by a ratic cf 5:1. An 
example was: 

meeove fe Oteemencutle in petting rarts J take off em 
Mupeece LO CCl Dpmueed, | ser.c them te plaitine and then 
Mees 2 lor, Game to ret them baczx. They sre «lwavs 
Mead Up Vitmesome todcy else's unit. J] think if are 
eee eee wee eve ©. tox for etch unit .e would Same 
merci eG. Co aeeoemmeculd sel more units out. They say 
eco ee vCeetremmrcney te plete even unit. Kut I 
Poin 2UNteeome est aS much mcney te waste time lookiae 


ier )eROl7 ome Ieee complete ycur unit. ty the time as 
mous) i Ol wonemeerts you need to finish your unit yoo 


have spent Cvomereeoree hcurs.at least. 
The comments on this item were especially of interest irom 
the preductivity standpcint, so a further coverage will be 
given than the one per cent response has justified on any 
other subhead. Among some other comments submitted, the 
following freneral topics were covered: 


Mr roo littlcw a. ority for NCPI to operate without 
awaiting decisions from BuCrd or elsewhere, although 
management capable ind could expedite work consider- 
ably if didn't have to aweit the decisions. 

<¢. Ilanagement does net seem te be interested in handling 
materials as few times as possible to hold operating 
costs down. (This emplovee pave no concrete solution 
te the problem, unfortunetely!) 

3. Office facilities for engineering perscnnel too crowd- 
ed and tco noisy to work efficiently. 

L.. Believes set-up and location cf page dept. very poor 
Or COnwr@imeeee accuracy of the plant. 

5. “ore attention should te given to unnecessary ex- 
pendaturs of funds threurh poor planning. 

6. Too many jots released to menufacture before «11 of 
the nesisary preformance and qualification checks are 
Mice-=FeSwitoem. wasted tine ind many production 
changes. 

7. idany good suggestions not turned in because sugges- 
ticn investig&ticn pocrly manared and engineering 
Gent. Will mormecdnit they "Didn't think of it fivysm@ie 

8. Believes men of tool design snd supervision should be 
in closer contact before many cf the fixtures and 
Other devises are made, since many times fixtures 
are sent back to be reworked becuuse of some minor 
Pa justment, weinly clamving. Feel this check woul 
seve much lost time and money, plus inconvience of 
meitins. | 

Se Ge tery iiteior work tnd hunt for parts an excessive 
amount; feels he doesi.'t earn his pay, as he spends 
Pore wUrme ewer, for parts than assembling them. 

10. Believes technical knowledge of men in cepartment 

could be utilized more extensively in estatlishing 

harmony between depnrtments, ironing out machining 

eo se trecemre..oving preduction bottlenecks, and 

Sever waiieeueerility of rejected finished parts. 

Mieeeotys Oreyvalent short comings are: lack of openminded® 
pOSitive “pprogehn to problems; the “second guessing 
plan’ fer whet is desired; lack of creative thinking 
and better wavs of accomplishing things (caused lar¢ge- 


a rece ee id lick of permissicn of indivicu@m 
initiative). 

l2. Test equipment «t MCPI should te checked and cinuge 
Pep ireawewmemacnthliy or tiemonthl’ basis. Fae 
Would increase confidence in test eyuipment ana 
result in dneredsec uccuracy in enpineering jots dames 

io. In michinemeewoo the eLuivmernt is very good. Butea 
1SS5embly Wwemmeed mcre muchines, etch Dept. sheula 
Neve Weer ieeeeen a ¢coc nonircn lathe, more lant. 
Grill presseseard 2: rood Gortcn vertical till. (ie 
would save time and money. 

1;..Seys industry relctively nevi to Indiana snd hss mucn 
tO Lear miemeesscitie to tuxe 1 tov cff the farn eee 
make @8n engineer cr teclasher out of him in « couple 
Or Yecrae 


feeerourh these empicyee: ere stating oninicns, end in mage 
feeeecifterent,ereas, it is irterestirs to nete their deeime 
for expressing themselves evident i:. the above list. Some 


+ 


M@emments, such as the ones listed in 2,3,4,¢€, urd & toa 139 


(h 


Meet warrart further investirzticn and study by NCRE mare 
epesent. It does show an interest Ly the EOS HG 
M@edg wOrking eCnvirenmert and in he. thines are dcne. & 
Meee! trainin pregram in work simplificeticn techniques 
Bema provably nelp pecple like these to contritute more 
Meeeiticnll: to imroving cver-all NCIri procuction ei las 
Mme if) their areas of familiurity. z 

Bite Otsc@e tommurt.ing % one per cent response iia 
Gumi POCUCtTICN Sifaciency cléissificatieon was Utilization 
Meer copie, nd this ere per cent, was lixewise unfuvoretle, 
Meteo ue Tetieme, 5:1 cver the favoretle responses 
meet ted, and alsou5;l cver the surresticns which were 
Meeeet=10- sieeckeme tc of an untavercztle response wes; 


edo teel tngt teere is pr S hel glmeiiorc ie Mapes siiic halade time. The 


is, in many jobs, there is not enough work to keep some 

people busy for his or her full productive day. It is 

@ shame and can be rectified considerably. 
Several others among the unfavorable comments were along 
Similar lines. It is very difficult to give everyone just 
the ‘correct amount of work each day tec so that his or her 
productive time is fully occupied. It is somewhat easier 
to schedule machine operations, where certain feeds and 
Speeds, together with the setup times and the load and un- 
load times, plus the personal allowances for the operator, 
determine how many parts can be turned out in 4 day, so 
long as the machine doesn’t break down and material is 
available, than it is to schedule a scientist's progress 
on basic research, or an executive's progress in answering 
correspondence. Too many variables affect the latter types 
of jobs. On the other hand, it is rather demoralizing for 
some people who are working steadily to note that others, 
drawing the same wages cr salaries, never seem to be fully 
occupied for an entire day. It is here that considered 
delegation of work load, careful planning, and more than a 
modicum of common sense pay off. Again, attention to the 
preblem involved, plus a careful evaluation of that prob- 
lem, usually result in effecting a more satisfactory solu- 
tion than if the problem is disregarded. 

Personnel Policies. It was in this general classifica-. 

tion that a majority of employee comments was directed. 


Two sut-heads within this category each tabulated five per 


cent of the response, both ccnsisting of unfavorable com- 
ments. The first was Promotional Policies and Procedures. 
The ratio of unfavorable write-ins to favoratle ones was 
50:1, while the unfavoreble comments ratio to suggestions 
was 25:1. These comments verified the results of the final 
detailed question, which showed a widespread employee opin- 
ion that favoritism existed to a considerable extent in the 
Crdnance Plant. Five different examples will be recorded 
below: 


1. To much preference fiven te non-veterans. Veterans 
are held down because non-vets hold most cf the key 
jobs. Veterans preference in Civil Service is @ big 
joke. The incentive te work hard and do 4a good job 
is not recognized. There is no reward for it. A 
loafer is promoted just as fast as a food worker. 


mee 1OO much preierence is given nen-veteran over veteran 


for promotions. lost of supervision in better jobs 
are held by non-veterans. (75% to 909%) 


3. I feel strongly opposed tc the present system of 
promotions. Many individuals who show initiative as 
well as adaptability are passed up to previde certain 
"fair haired" boys the opportunity to move ahead. 

This has been the common practice in the past and will 
evidently be practiced in the future. I could give 
numerious exémples in all classifications of pay. It 
is extremely disgusting to watch such actions take 
place. 


4. I have ask all kinds of questions on why is it so im- 
possible for advancements for the colored fellows. No 
one has been able as yet to answere the question. All 
I get is some kind of a stall or remark. Is it pos- 
Sible or impossible? 


©. Vacancies and open positions in supervision abcve 
leadingman level ere left unfilled--or in an "acting" 
Simacitys TOO emer . 

The above feelings of favoritism in the promotional picture 


are not confined to any one group or Department. Among Per 


Diem employees, 6% in Industrial, 10% in Engineering, and 
SY in Quality commented unfavorably on promotional pro- 
cedures and policies, mostly on the basis of favoritism 
being the main determining factor. Among the Per Annum em- 
ployees, the unfavorable comments were submitted by 4% 

in Industrial and Engineering, 3% in Research and Test, 

and 1% in Quality. Especially noted were the many separate 
comments by veterans concerning the large number of non- 
veterans in supervisory positions a the fact that "at 
NOPI, veteran's preference means nothing". Also noted were 
several cases of women employees whe stated that favoritism 
determined the promotions. The practice of placing people 
in "acting" supervisory positions for lengthy periods of 
time without promoting them to the position also come in for 
considerable unfavorable response. 

The other section coming in for five per cent unfavor- 
able response in the heading of Personnel Policies and 
Procedures w&s Favoritism, Bias and Prejudice. Again, the 
ratio of unfavorable to favorable comments was 50:1 and to 
suggestions, 25:1. Again, most groups in all Departments 
were represented. Industrial Per Diem had the largest 
unfavorable comment response with 7% and Quelity Per Diems 
had 6%. In the Per Annum employees, Industrial had L%, 
Engineering 2%, and Research and Test 1%. Five representa- 
tive responses were: 


1. With reference to questions 51,52, and 53, I personal- 
ly believe that brotherhoods, fellowships, lodge as- 


sociates, union affiliates, and various club memberships, 
who may cond together with their own interests in mind, 
belong in private industry. I had heard a lonr time ago 
Ueeteit Yourwvewec mec the "clic" you got alony aleiga. 
but, it tock meme vonge time to find out what the “eiteg 
was. Is it just a coincidence that so many bosses from 
the lowest level up belong tc one of the ubove groups? 

2.-Certein answers have been given on this report due to 
discrimination against women in -------- Dept. -- not as 
to salary nor yating but work assignment. 

Se) inere is to much prejudice shown among Catholics and @agGae 
a? you don't belong to either you ere only passing away 
time and getting newhere. | 

4. Minor rules do net apply to 411 persons. Some who never 
obey any rules are never questioned. This causes & lot 
of resentment, when @nother is strongly reprimanded for 
comitting the same offense. 


Too much fraternizing of supervisors with a few brothers 
and favor seekers. 


Wal 


' The writer has only the results of the opinion survey and 
the submitted comments on which to base his evaluation of 
favoritism. As stated in the discussicn of the results of 
the final detailed question of the OPINION form, he considers 
the amount to be excessive and therefore of primary manage- 
ment concern. With over-all employee opinion so much more 
faverable toward nearly all-other aspects of the NCPI employ- 
ment situation, a definite problem appears to be indicated in 
the favoritism, prejudice, and bias area, especis&lly as re- 
gards supervisory practices (which protably accounts for the 
rather lukewarm detsiled question results in the general 
field of supervision). The indications are, however, that 
& serious drop in mordle, an increase in turnover and, prob- 
ably, a decline in productivity among the workers of the 
Crdnance Plant will become more and more pronounced until 


a 


the situation is remedied. If manzgement is to keep and re- 


store good faith with its personnel, it should endeavor to 
check the actual facts by means of a careful audit of its 
records; if wide-spread favoritism is proved to exist, if 
it is true that the policies as set forth in NCPI have been 
by-passed or violated, then a rapid and thorough change is 
Pawed for. see as "a house divided against itself cannot 
Stand”, neither can 4 working group function properly Wien 
it is divided by factions and cliques which affect job 
performance and may even cause violations of the law. 

Communications. No comments submitted under the head- 
ing of Communications totalled one per cent or more. 

Employees Beneficial Suggestion Program. No comments 
submitted under this heading totalled one per cent or more, 
either. 

Performance Rating. Likewise, there were no sub-head- 
ings in this caterory which totalled a response of one per 
Gent Or more. 

(Miscellaneous. Only one sub-heading in this classifica- 
mmom totalled one per cent of employee response. This wae 
Training Needs. A representative comment was; 

There are so many things about my job that I wish to 
learn but no one has time to teach me; or is inclined to. 
I want to know where things come from and where they go 
to. The new employee is not made to feel welcome. 


Another widely reflected one was: 


There is a great need for human relation program among 
NCPI supervisors. 


Safety 

With the discussion of results of the questionnaire 
completed, a mention of NCFI's safety statistics will be 
made. accident rétes are widely maintained in industry 
and intercomparison between NOPI and 2 reepresentative 
private industry is possible. Although the matter «os 
safety was not taken up in the questionnaire, the effects 
of lost-time accidents on productivity are otvious and are 
believed to be pertinent to this study. "Frequency rates 
measure the number of lost-time accidents per million méan- 
hours of exposure. Severity rates describe the number of 
days lost on account of accidents per thousand nan- hour emia 
The tabulation below shows the frequency rate and the sever- 
ity rate of all reported accidents at NOPI for the years 
1952 and 1953. A comparison is made to show the similar 


accident rates in a reasonably compareble branch of private 


emaustry during 1952, the latest date for which figures are 


available. 
ACCIDENT RATESC4 
Year NOPI | Instrument Industry 
Frequency Severity Frequency Severity 
1952 {5 Ole WSS: aoe 
IS oy, ssh .O11 


Eocene Commesae, bp. 493. 


. 
C4 opt ts rates taken from their Accident #xperience 
Tables for 1952 and 1953. Those fer the instrument industry 
were contained in "Work Injuries in the United States, 1952," 
Bureau of Labor Statistics, Monthly Labor Review, Jan. 

ioe, Vol, 7/7» Nomis p. 32. 


Prom the “wovescouparison, it is seen how superior 
NOPI's safety record is to that of the instrument industry, 


Which is in itself a relatively safe field. 


Summary of Results 

In all questions which could be compared to responses 
of employees as shown in the "Inside Western Electric" 
opinion survey, NOPI employees’ percentages of favorable 
response were higher, end those of less favorable response 
were lower. This was markedly so in 1) better liking for 
present job; 2) present job mcre interesting; 3) less feel- 
ing that job entailed too much needless clerical effort: 
4) present job uses more of main abilities and experiences; 
5) general liking for fellow employees is higher; and 6) 
feeling that NOPI as a place to work is "above average" or 
"one of the very best". NOPI's employee response was more 
favorable concerning the technical ability of their super- 
visors than Western Electric emplovees to a more ali-inclu- 
Sive question concerning supervision. However, when asked 
abcut his ability to handle and get the most out of his 
working group, NCPI employees' response percentages dropped 
to the almost identical level of the Western Electric results. 

In other questions where some general comparisons could 
be made with the results of & Naval Ordnence Latoratory 
opinion survey conducted in 1952, NOPI emplcyees showed 


very similar over-all responses. This was true in general 


concerning communication media and etfectiveness and in 
eertain supervisory relétionships. ilore of a feeling that 
Pevoritis= Woaseeseeucroulning factor in promotions Was 
meresent &t NOPI®tmanm at the Ordnance Labvtoratory, and scme 
concern about this unfavorable employee attitude was felt 
even by the latter activity. 

Persennel at NOPI rated the Beneficial Sugrestion Pro- 
gram faverably, but & majority had never submitted & sug- 
m@eetion to that Progran. 

Regarding Industrial engineering areas, a considerable 
percentage of employees was not well enough informed to 
state opinions on several questions. About one-fourth of 
the employees indicxted that their werk was interrupted 
eercen” by lack of materials, tools, instructions, or Supe 
plies. Almost 90 per cent rated their eyuipment used 4s 
above average or better. 

About 10 per Cexiw Indicated they aid not pet engaaa 
M@eemineg, a@lthough 4 majority felt they received either 
meme. Or "a preat deal" of training. 

Twenty-four per cent of the employees submitted end- 
of-questionnaire write-in comments on @ wide variety of 


subjects. 
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CONCLUSIONS 


It will be recalled that the reason for this study was 
three-fold: 

1. To investigate manpower utilization and motivation 
in a Governmental activity; 

2. To inquire into what the employees themselves think 
about their employment as government workers; and 

5. To determine, among widely differing groups of 
people, their response differences to the same 
aire s Planeteers and to determine whether or not a 
questi cuneer especially desizned for a particular 
plant could be given successfully to all levels of 


employeeesamechat plant. 


Lack of Certain Productivity Data 

Throughout the investigation for this study, a concerted 
effort was made to seek out records which would assess the 
actual productivity, or measure of industrial effective- 
ness, of the Ordnance Plant at the time this study was 
madé. Some records, included in this study, were found 
end “sed as criteria for evaluating employee resoonses and 
for comparison With published data in American indus 
Other records were located but, due to the unique position 
of NOPI in the manufacturing field, were not useful as 


standards of comparison, either with other vovernmental 





aL 


activities or with private industry. This sas iue to the 
Op Perencos temeneencus i.de, On the one hand, and toma 
dissimilarities in keeping Peer on the other. A Cera 
few records available which could be compared with others 
submitted to tne Bureau of Ordnunce, NOPI's immediate 
superior in the chain ot command, were not used. This was 
fee co the Weed for limiting the scope of the study te 
Beactical limits “@nd due to the differences among the peme 
moinel employed by tnese other activities, both as to 
products turned out and type of personnel emploved. 

Interviews with NOPI ton management people disclosed 
that only subjective, personal estimutes could be yviven as 
to relative voroductivity among Departments and as to over- 
Peer NOFI stiectiveness as related to other private and 
governmental activities. They were of interest, in thet 
these personal opinions rated NOPI from "just above average", 
in certain comparisons to "better than the best" of any 
momer activities. However, being based on personal judg- 
ment and not on acceptable published criteria, these esti- 
Mates were not used in the study. 

From the above it may be concluded that, since manufac- 
Meets COSt determination is so much at variance bstween 
Pevermniental and private industries at the present time, 
mere tyds OL record Cannot be inter-compared. Product ang 
Personnel differences mitigate aguinst an inter-comparison 


SeeNOPl even with cther governmental actities as to 


productivity, as‘measured by numbers of units »voroduced per 
given time and Dy tne cost of producing these units. Work 
measurement determination at NOPI at this time is based 
primarily on two systems: 1) budgetary funds versus actual 
expenditures, and 2) estimated man-hours versus those ac- 
tually expended. Tons of production per unit time, a 
measure possible in Some governmental activities, is com- 


| o 
pletely useless for NOPI's products. Thus, only manpower 


records were considered to be vertinent. 


Conclusions Drawn 

In making conclusions concerning the three primary pur- 
poses of this study, the last will be considered first, 
followed by the other two. 

Questionnaire Effectiveness. As shown in summary form 
by Table 2 and by employee voercentage responses to ques- 
tion number 6, pages 48-50 above, a widely differing popu- 
feaeion of eee oe employees was surveyed. In every case, 
a majority of both Per Annum and Per Diem emnoloyees within 
Svery Departiment responded. Since tabulation compieted to 
date did not include a break-down of resporse as to job 
area or as to whether supervisor or not, the exact number 
of these versonnel who answered as comvared with their 
actual numbers in the Departments was not determined. The 
response differences given throughout. the "RUSULTS aND DIS- 


CUSSION' section of this paver have been vresented. The 





Per Annum and Per Diem grouns, subdivided further by De- 
partments, are cousidered to be widely differine in rela- 
tion to ench other. 

It is concluded thut response differences between and 
among these groups nave been shown. In only a few of tha 
iemey 2OSsible chorees of reoly to the questions asked was 
there as much as a ten per cent differnnce in basic beliefs 
held by the Per Diem ani the Per Annum employees. Further 
sorting of the machine-punched cards made up from the in- 
dividual questionnaire forms must be done before the suc- 
cess of the questionnaire in eliciting responses frou. per- 
sonnel in all levels of the Ordnance Plant's organization 
can be assessed. On the whole, it is believed that the 
results of the NOPI OPINION questionnaire do represent the 
memerets Of the veoole in the four Operating Depvartmentemas 


the Ordnance Plant. 





Manpower Utilization ani Motivation at NOPI. On the 
basis of interviews with members of management, the evalu- 
Mion Of employee opinion, the investication of records 
Meee nelr Coiloarison to others r.ublished in the literate 
mmein OOSCrVving Sersonnicl enguging in their work functiomes 
memes Cc ONCluded that manpower utilization and motivation 
at NOPI is on a favorable, high lane. 

Regions of future improvement anvear to he: 

eect vietom Increusinz the eifectiveness oF 


Pupervicwon Withee the Plant, especially on the firee 
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level, by means of continued truining, both in tech- 
nical and in human relations areas is indicated. 

2. Communications. More einphusis needs to be 
placed on cOmmunicutions throughout the orcanizat long 
so that more people are informed on matters concerning 
them more promotly, and so that more accurate informa-~ 
tion may be transmitted downward, upward, and laterally. 
There is a need for more of the employees understanding 
meanings behind rules, regulations, volicies, and pro= 
cedures in order to obtain a greater measure of effec- 
tive cooperation among all elements of the Command. 

4. industrial “negineering Practices. More attention 
needs to be directed toward teaching employees better 
Methods for sperforming their functions and toward Cweugae 
my their minds a@m@eawareness that »orouductive efficienme® 
can be increased. Costs coiid be reduced thereby, par- 
tially as a result of each individual's own interest in 
and suggestions toward his working environment. 

oe tersOnnewmmeclicies. Hsnvecially in the fie iim 
Promotions, a careful audit of vresent vorocedures a tpegrs 
called for in order to evaluate « widely-held emnloyee 
@oimion that favoritism controls eee ost onvortuni- 
ties at the Ordnance Plant. This was the strongest ex- 
ecion of an unfavorable employee attitude discovered 


in the entire questionnaire. Over 160 separate write-ins 


concerned favoritism, cliques, prejudice, bias and 
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Aecriminiem most of these were relited to super- 
vision and promotions. Prompt and effective manu‘*ement 
action is considered advisable in order to prevent a 
general growth of dissatisfuction. 

Employee Opinion. On certain questions to which re- 
Sponses of NOFI emoloyees could be related to results ob- 
tained by other employee oninion surveys, NOFI personnel 
indicated hizher job satisfaction than similar people em- 
Proved in private industry. They answered with about the 
same respomses that einployees at the Naval Ordnance 
Meporatory answered similar questions, except that NOFI 
persomiel believed fuvoritism to be a freater fuctor in 
Mmemovion than did the Ordnance Laboratory employees. Ga 
meneral, they anpeared to en joy working for the sovernmenty 


meme the work they are in, anc being at NOFI. 


Summary of Conclusions 

It is considered that the Naval Ordnance Plant, In- 
Gianapolis, is well manuged, staffed, and operated. Its 
employees are believed to be capable, alert and coopera- 
tive. The morale of the employees is high. Their orcduc- 
fmerecy, based on records oi turnover, xdsenteveism, anc 
ee, ai. ability eto produce hifh quality, reliable, ams 
Mercure a2ircrait firecontrol equipment is very good, 


Development of personnel through training and experience 


Memmeeoocd., inaications are that more supervisory trainimg 





in industrial engineering, and psychology areas would vrove 
beneficial in increasing the motivation and job satisfac- 
tion of employees throughout the organization. Means for 
measuring the oroduction efficiency of tho Plant at one 
mame relative to anaenerr need to be found. This is & Vig 
Peetricult item to measure due to the intermittent, non= 
repetitive tyve of manufacturing done. 

The results of the survey of emnloyee oninion should be 
made xnown to all personnel involved in the Study as soon 
as practicable after manageient has studied the results 
and noted the feelings indicated. Manapement action has 
been suggested in Some areas to improve the already 
meeerior ability of the Plant. The results of the action 
that munagement decides upon should also be made known to 
the employees so they are convinced of management's con- 
mem Lor their interest and of its good faith. 

On the basis of employee responses as contained herein, 
iemeure Surveys will have a means of relative comparison fe 
evaluate employee beliefs and trends in improvement or re- 
@eeston of those beliefs. The end result should be to 


make NOPI a more effective, productive olace to work. 
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PER DIEM PER ANNUM NOPI*#* 
QUESTION IND, ENG, R & T QUAL, AVERAGE* IND, ENG, R&T QUAL, AVERAGE** AVERAGE 

To % % %o % To % % % % %o 
11) lL. 38 58 56 42 40 41 31 39 50 37 39 
2. 25 20 28 20 24 28 33 32 34 32 27 
3, 6 2 6 5 3 12 6 2 7 6 
4. 3 5 5 4 2 3 1 1 2 3 
5. 19 15 17 22 19 19 15 17 12 16 18 
12) i. 62 75 72 69 64 69 5) 45 65 57 61 
2. 20 12 6 17 19 18 30 28 16 25 21 
3. 13 8 22 14 13 LM) 16 17 15 15 13 
4, 4 5 3 3 3 10 5 4 4 
13) l. 5 2 5 5 6 7 6 4 6 6 
2. 45 40 56 51 45 50 52 49 40 49 46 
3, 49 58 44 44 49 43 4! 45 56 +4 48 
14) i. 60 68 72 52 60 58 45 59 7} 56 59 
Z. 34 30 28 40 34 35 44 33 27 38 34 
Pe 4 6 4 4 6 3 2 4 4 
4. 1 2 l 1 2 .8 4 i ! 
15) 1. 44 48 39 16 42 15 12 10 5 11 32 
2. 44 50 56 58 46 63 69 71 71 68 52 
3, 8 2 6 25 8 18 16 16 28 1? 11 
4, 9 . 8 3 3 3 4 3 1 
16) l. 8 5 11 12 8 8 9 4 5 8 » 
z. 36 35 33 38 36 37 39 32 34 37 36 
3, 35 35 39 37 35 39 43 48 35 4} 37 
4. 18 25 17 10 18 12 8 16 26 13 16 

5. 4 #2 ol 
17) l, 81 88 89 8} 82 82 84 90 79 83 82 
z. 17 12 11 15 16 15 13 10 18 15 16 
3. 9 1 9 3 . 8 l 1 I 
18) l. 2 3 2 3 8 ] ] j 2 
ra 7 5 11 8 8 1! ¢ 6 8 8 
5. 62 52 78 te 60 60 63 59 54 60 59 
4. 27 40 22 37 28 | 29 23 33 33 28 28 
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APPENDIX A (CONTINUED) 


PER DIEM PER ANNUM NOPI##* 
QUESTION IND, ENG, R&T QUAL. AVERAGE* IND, ENG, R&T #£QUAL, AVERAGE** AVERAGE 

Fo % % %o %o Go % % %o To % 

35) l. 6 2 ] 5 2 3 4 3 5 
2, 51 52 39 5) 50 45 35 14 45 35 44 

3, 15 25 17 10 15 18 26 20 33 24 18 

4, 25 20 44 33 27 28 31 55 18 32 29 

36) l. 7 10 11 9 7 10 8 2 3 é 
2. 2 a 4 3 3 3 6 3 3 

3, 63 60 72 56 62 56 63 67 63 62 62 

4, 25 25 17 28 26 26 29 26 30 28 27 

37) i 36 38 50 40 37 43 34 42 26 36 37 
2. 22 22 22 21 22 11 10 4 23 11 19 

3, 25 22 22 21 24 20 29 20 30 26 25 

4, 11 18 6 14 12 21 22 22 20 21 14 

38) 1. 48 45 «44 83 50 68 62 45 78 64 54 
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PER DIEM PER ANNUM NOPI+#** 
QUESTION IND. ENG. R&T QUAL. AVERAGE* IND, ENG. R&T QUAL. AVERAGE** AVERAGE 

Yo %o %o % % %o %e %e %o Te Yo 

19) l. 24 42 44 20 25 20 21 29 22 22 24 
2. 32 32 28 4} 32° 36 38 46 4) 39 34 

3, 27 15 22 25 26 25 14 14 27 24 ' 26 

4, 15 10 6 15 15 16 12 10 10 12 14 

20) le 33 38 39 47 35 29 33 49 27 34 34 
2, 26 28 22 2) 25 28 3) 35 39 32 27 

3, 19 12 17 12 18 18 15 7 16 15 17 

4, 18 18 22 }] 18 18 17 6 18 16 17 

5. 3 2 9 3 3 3 3 3 3 

21) ie 5 2 10 5 8 5 3 2 5 5 
2. 24 20 28 16 23 24 27 22 22 25 23 

a 19 18 17 10 18 18 19 10 20 18 18 

4, 25 28 22 27 25 23 32 35 32 30 27 

5, 25 30 33 37 27 26 15 30 23 21 25 

22) ie 47 52 78 52 48 46 47 62 60 5) 48 
ra 8 15 6 9 9 15 9 12 17 12 10 

3, 7 2 6 6 7 8 8 4 6 7 

4, 8 12 Ll 8 7 16 12 11 13 4 

5 6 5 9 6 9 5 } l 6 5 

6. 7 g ‘3 7 5 3 l 4 3 6 

23) i 22 12 6 26 22 19 13 7 ll 13 19 
2 46 52 56 ' 33 45 48 42 38 4) 43 44 

3 30 35 39 40 31 29 43 55 48 42 35 

24) A 20 5 6 1] 18 23 8 6 18 13 16 
2. 14 15 16 14 18 22 16 17 19 16 

3, 6 4 1] 7 7 6 4 7 7 5 6 

4. 22 20 39 23 23 17 27 26 12 22 22 

5, 35 35 44 38 36 32 34 42 43 36 36 
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PER DIEM PER ANNUM NOPI##** 
QUESTION IND. ENG, R& T QUAL. AVERAGE® IND. ENG. R&T QUAL. AVERAGE**# AVERAGE 

% %o % To % y % % %o % % 
49) I. 10 15 17 1} ii 10 1} 7 13 11 1) 
ap i 8 4 i 2 I 

(Second 3, 5 5 " l ay? .4 
Choice) 4, zZ 5 6 2 3 8 5 10 2 * 3 
5. 16 12 22 14 16 16 11 9 7 1) 14 
6, 25 15 11 17 23 28 17 20 18 20 22 
ri 25 30 28 38 26 24 33 35 34 31 28 
8, 15 is 6 15 14, 7 16 18 13 16 16 14 
50) l. 12 17 12 9 10 5 6 10 7 R 
Z. 1 5 22 2 2 3 5 6 2 a 2 
(Third 5. 7 6 . 8 3 ] ] } 2 i 
Choice) 4. 7 15 6 6 7 3 9 19 6 4 7 
a. 13 15 il 20 13 14 il 9 il 10 i2 
6, 17 15 47 10 16 13 19 17 16 17 16 
7 26 i2 11 19 25 25 25 16 20 23 24 
8. 21 18 11 28 21 24 23 20 27 24 23 
51) l 5 18 6 4 6 6 ] 7 2 3 6 
2. 8 5 22 9 8 9 9 12 11 10 9 
(First 3. 16 12 6 12 15 18 15 12 10 14 15 
Choice) 4, 11 8 17 rk 11 9 8 6 15 9 10 
5: 21 15 28 1} 20 18 1} 16 20 15 18 
6, 7 10 i2 8 . 8 11 12 10 10 8 
7. I 6 z j 7 4 4 2 
8, 8 10 6 9 8 13 13 22 13 14 10 
9. l l 3 2 4 4 3 2 
10, 17 18 6 27 18 13 19 4 13 15 17 
52) l. 3 | 3 2 4 3 z 3 
2. 4 8 ii 6 5 3 6 7 7 6 5 
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PER DIEM PER ANNUM NOPI*+4s 
QUESTION IND ENG. R&T QUAL. AVERAGE* IND. ENG. R&T QUAL, AVERAGE** AVERAGE 
%, % %e % % % Ge y/ Se %e %e 
53) I, 4 5 4 4 3 5 7 1 4 4 
2. 8 5 28 16 9 10 g 12 9 9 3 
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S, ‘ 2 6 10 6 6 10 13 6 9 7 
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7 3 2 33 7 4 6 g 4 9 7% f 
8. 15 10 17 11 14 13 il 13 13 12 14 
9. 7 i kK 7 5 7 14 é g 7 
10. a 18 6 g g 8 9 9 6 9 a 
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Thesis Priest 

eer... An appraisal of factors a”“ect 
ing the productivity of employee 
in a naval ordnance plant. 
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